1964/02/07 


oo 


Arch ἔπ 


he? 
4 
Copy 


-- of 
of 50 copies 


--- - 
---- ? 
. 1 
ENCLOSULE iC ἫΝ ἘΠ σα 
ΒΞ ΕΣ 9 2acn of 122 shevt3 |, Ν 
ι 3 Ν Ὁ - . " 


ἘΞ DIRECTOR OF DEFENSE RESEARCH AND ENGINEERING 
OFFICE OF ἃ Weapons Systems Evaluation Group 
: Washington 25, D.C. 


ἢ ς 
Pann 
an ὁ ἢ PF 
ΠΥ ΕΝ HAD Ory 8 . 
ἜΤ ΥΝΕΉΜΗ ANG a 
. boa yan pe Ree? hates CINE 4 
1 FR ae “4 woe vw A 
ἀνε OPES, Re ἌΡ 
- a haces Perry ξ ἃ ‘od v β 
- + 
“7 “MMAND-AND CONTROL 
A FUNCTIONAL ANALYSIS OF CGi TNE 
THFORMALLON FLOW LN © ate 
gw , ~~ DUR-NG THE 1962 Ὁ CRLS— ὃ" 
Vv . 
. «Ὁ μα 7 February 1964+" κἀν 
wee eee: ι ., τι ΜῊΝ ᾿ 
ει" ‘ , ΒΝ " \ iG Sp EE 
' . -ὦ 


rf t 


Ξ ᾿ "7 -?- 4 
a ᾿ -ἤ ᾿ a ‘ = 
4 soy - “po ne 
3 
* THIS DOCUMENT ΑΒ A WHOLE IS CLASSIFIED TOP SECRET. 
| Ξ ΝΟΣ ΡΌ: 1; PORTIONS AND ATTACHMENTS HERETO ὁ 
͵ 4 CARR “HEIR APPROPRIATE CLASSIFICATION. 
ns 
rs INVENTORY (ΔΝ 94 1975 " 
cop) ι 
τ INVENTORY JAN 20 i972 
1 . a % 
™~ . . : VENTORIED ΖΞ, 
τς ΜΝ ᾿ δὴ FEB ΩΤ! ΙΝ ᾿ 9. 
ee GROUP 1 “ φ, 
- i} = EXCLUDED FROM AUTOMATIC & 
%. DOWNGRADING AND DECLASSIFICATION oN 
νι ἘΠ . τ} 
᾿ ‘ é te "ΜἝ- eu - 
Ἰ ὃο ἐ Ἐ» rit “δα δὲ = 2 --ς. ϑ, 
ΔΝ a pe) 


WEI 


COPA BEG τ ᾿ 
PA) wonf! L&D Loe es 
Ν aon, , RE GRADED nc cemecernsasca near CRIES en 
- Re! (12 PRE) hart metew F-al4LCA 
“ae + AUTIORTTY at Ee 
co: CUED 


t 


EHCLIS Gat 


os3c s} bod Ὃν 


CY Re Se 

for 6394 Ἣν 
Bre κοχχῦ- ,52. st Ayew ¢ 

Dec f 


JMB 17 §t 


TOP SECRET 


ENCLOSURE Ὁ 
A FUNCTIONAL ANALYSIS OF COMMAND AND CONTROL 
NEORMA By 


INFO Ἢ FLOW IN AP 
DURING THE 1902 CUBAN CRISIS ὁ 


TABLE OF CONTENTS 


PURPOSE, SCOPE AND METHOD OF ANALYSIS 

SALIENT FINDINGS 

SUMMARY OBSERVATIONS 
FROM ANALYSIS OF OVERALL MESSAGE TRAFFIC FLOW 
FROM ANALYSIS OF INCOMING MESSAGES 
FROM ANALYSIS OF JOINT STAFF CUBA ACTIONS 
FROM ANALYSIS OF JCOS-OUT MESSAGES 
FROM ANALYSIS OF TELEGRAPHIC TRAFFIC ROUTING DELAYS 
FROM ANALYSIS OF MASTER CHECK LIST OPERATIONS 
FROM ANALYSIS OF AN APPLICATION OF INFORMATION 
FLOW RESEARCH 

FIGURE 


FIGURE 1 - FLOW OF INCOMING TELEGRAPHIC MESSAGES FOR 
JOINT STAFF ACTION 


APPENDICES 


APPENDIX A - DETAILED ANALYSIS OF THE CRUCIAL PERIOD 
16 THROUGH 28 OCTOBER 


APPENDIX B - ones OF SELECTED ASPECTS OF INFORMATION 
Ο 


Enclosure α 
TOP SECRET -~ ii14 « 


16 


19 


TOP, CRET 


TOP_SECRET 


ENCLOSURE’ ¢ - 
A FUNCTIONAL ANALYSIS OF COMMAND AND CONTROL 
δὲ Z ve “ 
CURING TE 1903 CUSAN CRISIS . 


PURPOSE, SCOPE, AND METHOD OF ANALYSIS 


i, This analysis is a part of a larger examination of 
command and control aspects of the 1962 Cuban crisis, The 
overall study also includes historlographic, procedural ang 
organizational analyses. The purpose of the present func- 
tlonal analysis of information flow is to define more clearly: 
(a) the actual role played by Joint Starr offices; (b) the techni- 
eal or functional nature of erisis operations; (6) the limitations 
and constraints on staff office operations; (d) the size and 
nature of the staffing effort required; and (e) the amount 
of time and effort expended in fulfilling required functions, 
This study is not intended to evaluate the adequacy of Jolnt 
Staff operations, but is intended to provide information 
which may be used by the Joint Staff in making their own 


decisions as to tha adequacy of their procedures. 


@, This functional analysis also seeks to develop detatled 
information concerning the nature and characteristics of the 
Joint Staff functions performed, one major purpose being to 
allow comparisons in several different types of crisls situa. 
tions. For this purpose, this study provides lists of the 
staff functions performed, the information-processing re- 
quirements, the transmission and handling time for telegraphic 
message traffic, and the levels of decision and approval for 
the staff actions, Similar lists already have been developed 
for the Dominican Republic crisis of 1961;7 lists relating 


τττοδ  --------- -επ- πόσα. 
WISEG, 'A Functional Analysis of Joint Staff Involvement in 
the June 1961 Deminican Nepublac Crisis, 25 September 1962, 
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to the Laos erisis of 1960 to 1961) are in preparation, The 
purpose of this research is to provide a broader perspactive 
from which the Joint Staff can isolate desirable and unde~ 
sirable features of its own organization and procedures 
established to ready the Joint Staff for various kinds of 


erispis situations. 


3. The primary data that have been made available for the 
functional analysis of the Cuban crisis consist of the Joint 
Battle Staff (589) files: (a) 4,000 telegraphic messages in 
incoming, outgoing and subject files; (Ὁ) daily listings of 
major actions under consideration and previously taken, re~ 
corded in ἃ Master Check 1188 with some supporting comments; 
(c) miscellaneous Directors! memoranda and working papers; 
and (d) JCS Cuba "Greens", In addition, records and chro- 
nologies which reflect the supporting actions taken by the 
Army, Navy, and Air Force have been made available by she 


servicea, 


4, Records of informal communications -~ auch as tele- 
phone conversations, direct verbal instructions, and infor. 
mal working papers passed to and from the JBS and other 
Jolat Staff offices -~ were not made available for incor- 
poration inte this analysis, It must be expected, therefore, 
that 1f the detalis of actions taken by informal means of 
communication were kneim, some conclusions drawn from 
analysis of those formal records which were made available 
might have to be modified. Furthermore, references in 
messages filled by the JBS have led to the location of 42 
additional pertinent telegraphic messages not contained in 
she JBS files, indicating that a larger body of message 
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WSEG, C-I No, 2, Enclosure: "Telegraphic Message Traffic 
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traffic than the! one researched may exist. It is known 
that at least a few EXCLUSIVE JCS-In and -Out messages nere 
never released to the JBS or incorporated into the J~3 


records. 


5. Information flow research has involved analysis of 
each type of available data to indicate: (a) the purpose 
of each piece of paper; (b} the subject matter; (6) the tyne 
of staff action involved; (d) the office performing each 
action; (e) the time required for action; and (f) the pat- 
tern of coordination, degision, and approval, Abstracts cf 
this information have been integrated into summary tables 
in order that the findings could be presented in meaningful 
form. In performing this eunctionad analysis, three aspecta 
of information flow were selected for additional detatied 
eritical review.’ Supplementary studies of delays in message 
traffic routing and of Master Check List operations have 
been made, In addition, an attempt nas been made to inte- 


grate all types of aata developed on the handling of staff 


actions concerning the subject of Air Defenses, This has been 
done in order to illustrate how the types of findings developed 


through functional analysis of information flow can be applied to 


planning for meeting future Joint Staff crisis requirements, 


6, In view of the length of time required to review and 
classify each plece of paper in the JBS files and the large 
number of pertinent messages available, detailed analysis of 
the telegraphic measage files has been confined to a sample 
of approximately 1,600 messages originating between 16 and 
28 October 1962. This sample includes all messages filed 
by the augmented Cuban Watch, beginning on 17 October, and 
all messages filed during the first week of Joint Battle 
Staff operations. (The personnel and the files of the 
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augmented watch vecame the nucleus of the Battle Staff when 
it was activated. )* All other available data have been χα" 
searched through at least this same time period. Where 
necessary, additional data have been researched through a 
subsequent time period corresponding to the life of Joint 
Staff Cuban crisis operations, which terminated on 6 Decem- 
ber 1962. These data include total telegraphic traffic 
counts, actions coneerning JCS "Greens", and actions related 


to Miscellaneous Staff Memoranda, 


7. The period analyzed in detail (16 through 28 october) 
was in many ways the crucial period of Joint Staff Cuban 
erisis operations. Major procedural and functional problems 
were faced and largely solved in this period. The tenor of 
starf ackivity was distinct during this period, since 1t was 
on 28 October thkt the Soviets agreed to U.S. demands for 
the removal of their offensive weapons from Cuba. There- 
after, there was a rapid decrease in the probability that 
U.S. military action more drastic than the quarantine would 
be required, Selection of the period 16 through 28 October 
for intensive analysis also permitted an examination of the 
effects of security requirements on Joint Staff activities 
under two different types of conditions. Prior to the Presi- 
dent's 22 October public address, during the week in which 
most political decisions concerning the U.S, response to the 
crisis were made, special security restraints concerning 
military preparations were in effect, After the President 
spoke, security aspects of Joint Staff operations reverted 


to their normal pattern. 


Coo 
For more detail on the augmentation of the Cuban Wateh and 
the phase-over to Joint Battle Staff operations, see Enclo- 
sure B, "Procedural Analysis of J-3 Command and Control 
Operations," 
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8. The body of data developed in this functional dnalysis 
is presented in two Appendices to this Enclosure; the re~ 
sults, in the form of Summary Observations, are presented 
immediately below, Appendix A is the detailed analysis οὐ 
information flow for the period 16 through 28 October, It 
consists of a review of the salient characteristics of over. 
all message traffic flow, followed by specific analyses of 
the incoming traffie which turntshed the basis for Joint 
Staff actions, the Joint Staff actions themselves, and end- 
produck JCS-Out messages which resulted from the various 
Joint Staff actions. Appendix B examines ths selected 
aspects of informabion flow mentioned previously, including 
analyses of delays in message traffic routing, staff prepa-~ 
ration and use of the cuban operations Master Check List, 
and 8 staff action-requirement analysis of Air Defense prob- 


lens. 


9. Summary observations concerning the scope and nature 
of Cuban erisis operations within the Joint Staff, as re- 
flected by the research into information flow, are presented 
below, It must be emphasized that these observations are 
based primarily on data contazned in the Joint Battle Stafr 
files. Certain other categories of relevant data -- tele- 
phone traffic, reconnaissance and intelligence message flow, 
and action papers held in Action Officers! personal files -- 
have been ubilized only indirectly. References to such data 
contained in the Joint Battle Staff files have been taken 
into account, although the actual data were not released for 
inclusion in this analysis. The following summary observa. 
tions are grouped under headings corresponding to those 
sections of the Appendices from which the observations were 
derived. Thus, the headings indicate where the details on 


which the observation is based are presented. 
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10. At the beginning of tHe crisis, extreme security restric- 
tions precluded normal utilization by the JCS of the staff- 
support capability of the Joint Staff in generating the required 
initial military planning and operations. 


11, In the absence of normal staff support, preparation of 
early JCS actions had to raly bain y on check lists, outline 
plans, and other staff work already itn existence before the 


crisis occurred, 


12, The informational vaiue of ane Master Check List for 
staffing purposes varied in kind and over time: the listing of 
"Actions to be Considered” was of utmost usefulness at first, 
but decreased rapidly once the initial JCS directives had been 
issued; the record of "Actions Taken," although misleadingly 
incomplete, was nevertheless the only source of some information 
required in staffing, ᾿ 

[33. Because of heavy overloading of communication relay ἔβολλλ- 
ties in the field, during the first two weeks of the crisis the 
high=precedence messages required on the average 2-1/2 to 3-1/2 
hours |rrom time of origin to'lreceipt in one of the Service 


Communications Centers of the Pentagon, 


14, The most nearly current picture of the overall situation 
that the Joint Staff was capable of presenting to the JCS actually 
reflected condittons as they had veen |8 to 12 hours previousty. ἢ 


15. To compensate for prevailing information-flow delays, Joint 
Staff efforts to keep abreast of developments depended on field 
commanders! estimates and expectations as well as on their reports 


of what had in fact already occurred, 


Enclosure Ὁ 


TOP SECRET =~ 6 « 


TOP SECRET 


many dCS=-Out messages to be drafted Pine Director level or 
higher, in conjunction with the lack of debriefing arrangements 
regarding disposition 6f staff recommendations, frequently pre- 
vented coordination being affected by Joint Staff action 


personnel on queries from the CINCs concerning JCS directives. | 


17. The greatest demand for staff support eccurred immediately 
following issuance of ini titer JOS directives to implement action 
in the field and primardiy involved requesta for amplification, 

| this peak demand for staff support coincided with the period 
when the staff was least informed, most poorly organized, and 


had the smallest number of knowledgeable personnel assigned. / 


18, Special channels to limit distribution of messages, estab- 
lished in the first days of the erisis for security reasons, 
proved difficult to change after security was relaxed. Some 
results were: (a) thac information contained in key communication 
between field commands was sone time's received by the JCS days 
late via readdressed copies: and (ἢ in the case of the Joint 
Battle Staff, full background information on early developments 


Was never received. 


{i9. The basic character of both incoming messages and the 
attendant staff work that they occasioned changed after the 
first week of the crisis, the emphasis shifting from planning 
and operational matters to farce roriowine. | 


20, Although the Services had primary responsibliity for force 
following and performed it for the Office of the Secretary of 
Defense, the Joint Staff was instructed also to follow in detail 


the movements of U.S, and Soviet forces for the JGS, 


821, Owing to varlations in the kind of information submitted 
by the CINCs in response to DEFCON orders, it was not possible 
to determine from Some of their reports whether the required 


DEFCON had_jmtieed been achieved, 
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FROM ANALYSIS OF OVERALL MESSAGE TRAFFIC FLOW 

22, On 17 October, the Joint Staff formally acknowledged the 
existence of the Cuban crisis through the establishment of an 
augmented Cuban Watch. On 22 October, this augmented Watch 
became the Cuban Battle Staff. The period from 16 through 22 
Oetober was the phase of the orisia during which the highest 
echelons of national decision making were considering alternative 
courses of action and developing the details of the U.3. rasponge 
It was a period marked by extreme security precautions within the 
Joint Staff, Much of the incoming message traffle was closely 
held by a Joint Starr group especially cleared for staffing Cuban 
operations, "Hot" action messages were handecarried by general 
officers, and many messages were held in action officers! persona. 
files, so that regular Watch and Battle Staff personnel did not 
have aceess to them. Some of these measages were later placed 


in JBS files; others never were. 


23. The message distribution, filing and retrieval system 
supporting subordinate staff operations did not meet the require- 
ments imposed by staff functions in the emergency. This inade- 
quacy seriously limited Battle Staff capabilities. As hag been 
mentioned already, the initial files turned over to the Battle 
Staff on 22 October were incomplete. Moreover, high-echelon 
staffing continued thereafter and prevented normal file build-up. 
Ultimately, after most of the message traffic began to be made 
available to the Battle Staff, two methods of filing were used. 
Initially, a master file was set up by message Date-Time Groups 
(DTGs), Files classified by subject and/or message source were 
Subsequently attempted, The subject file resulted in messages 
being filed under the first subject staffed, making it extremely 
aifficult to relate a message containing other subject matter to 
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messages were filed by both DIG and subject, or by more than one 
subject, The messages filed by DTG before the subject files were 


established were never incorporated into the subject files, 


(oh. The basic nature of both incoming message traffic and 
resultant staff actions changed on 24 October, During the period 
16 through 23 October, message traffic was largely concerned with 
requirements, operations orders and planning messages. ΤΏΔΕ 
period constituted the primary "staffing" action phase of the 
crisis. Beginning 24 October, and peaking for the entire crisis 
on 25 October, the vast majority of incoming traffic concerned 
enemy submarine and merchant ship locations, and tracking oper- 
ations with status and movement reports for U.S. ground and air 
forces, The major Joint Staff effort reaulting from JCS-In 


messages during this period could be described as "force 
fo2iowing.” \ 


FROM ANALYSIS OF INCOMING MESSAGES 

25. More than twoethirds of the Cuban messages received by the 
Battle Staff were messages directly addressed to the JCS, as 
distinguished from Information (Info) Copies, Eighty-one percent 
of the messages direetly addressed to the JCS were reports cone 
cerning the status of forces. Intelligence, cperational readi- 
ness; and force movement and change-of-operational-contro1 (CHOP) 
reports to the JCS were overwhelmingly direct addressings, ‘The 
JCS was informed on all other staff area subjects by at least as 
many Info Copy reports as direct addressinga. Sixty percent of 
all direct addressings cther than status of forces reports were 
lequests for JCS agsistance, and more than haif of these were for 
Approval of specific proposals of action by commanders in the 
fleld. 
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26, Certain retationships between the Jott Staff and other 
offices are apparent in the interchange of telegraphic messages. 
For example, most subdivisions of the Office. of the Secretary of 
Defense (OSD) were usually quite careful to pasa on OSD infor- 
mation to the CINCs via the JCS. The Office af the Secretary of 
Defense, Assistant Secretary of Defense (Public Affairs), was the 
only OSD office to address messages directly to the CINCs, rather 
than using the regular procedure of requesting the JCS to pass 


on their information ἢ, 


27. Six-hour SITREPs were required of all CINCs Girectly con» 
cerned or indirectly affected by the Cuban situation, in order 
that the Joint Staff could be kept informed of developments on 
a timely basis. Normal precrisis reporting procedures estab- 
lished for the CINCs did not satisfactorily inform the JCS of 
developments on certain subjects in the Unified and Specified 
Commanda. Special procedurta were devised for reporting on 
airlift capabilities, speeial movements of forees, and extreme 
concentrations of aircraft on air bases. {although the Navy 
served ag executive for the JCS for quarantine affairs, the Joint 
Staff found 1t necessary to utilize direct addressings of 
setalled quarantine operation reports (i.e., aircraft reports 
of merchant ship sightings and submarine search operations 
reports) in order to fulfill their force=following responsi= 
bilities to the ros. \ 


28, The prime purpose of addressing Infe Coples of messages 
to the JCS was toe inform the JCS of actiona taken or coordination 
effected by fleld commanders responsible for implementing JcS- 
directed actions. Info Copies sent to the JCS contained vital 
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information of direct interest to the JOS, Such messages required 
as careful a screening on receipt by the Joint Staff as did most 
messages addressed directly to the JCS, in order to get them 
quickly into established channels for use of incoming information, 
T Readarensad Info Copies also provided a very important source of 
“108 information, although these were usually received in the Join’ 
Staff anywhere from many hours to several days after time of 
origin. | The review procedures applied in the field to determine 


requirements for readdressal thus seem to have been well worthwht: 


29. The initial orders given by field commanders in response 
to JCS directives were given limited distribution in the field, 
in order to minimize potential "leaks," and there was an unusuall: 
small number of coordinating messages passed between subordinate 
theater forces, Much of this message traffic, necessary to Joint 
Staff knowledge of the reactions of theater forces to JCS direc- 
tives, | was transmitted to the JCS in the form of low-precedence 
Infe Copies, or wes readdressed to the JCS (sometimes days later) 
when a field commander recognized 008 interest, / Even after 
relaxation of the speeial security measures invoked prior to 22 
October, the channels established prior to that time to minimize 
message distribution in the field proved hard to break, The Join | 
Staff continued to receive key information by readdressals after | 
the requirements for greater lateral coordination and more rapid | 
notification of the Joint Staff was recognized, The importance 
and relevance to Joint Staff operations of that portion of cuban 
traffic received only after readdreasal suggests the need for | 
establishing criterla and provedures designed to make the JCS a | 
direct or Info addressee of many types of messages whitch, at ᾿ 
present, da not automatically include the JCS in the list or | 


initial reclpients, - 


(30. There 18 evidence of the extatence of large quantities of 
State Department and intelligence message traffic to which the 
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Joint Battle Staff was not’ privy. The JBS was-the recipient of 
only a very few reports generated by intelligence tranches and 
agencies, Those intelligence reports which were received cone 
sisted almost entirely of summartes of the situation as it had 
existed several days previously. State Department traffic was 
the last category of information to be cleared for general JBS 
distribution, the slowest to be received, and the most spotty in 
quantity received relative to the quantity which must have 


originated. | 


FROM ANALYSIS OF JOINT STAPF CUBA ACTIONS 


31. The largest volume of incoming messages containing require- 
ments for JCS action or guidance was received immediately follow: 
transmission to the field of initial JCS directives concerning 
the nature of the U.S, response to the crisis, These incoming 
messages resulted in the largest requirement for staff work in the 
Joint Starf of any period of Cuban crisis operations. [this Was 
the period, near the beginning of the crisis, when Battle Starr 
personnel were least capable of providing staff assistance, It 
was the period when they were the least informed, the least orga- 
nized, and were functioning with the smallest number of knowledge- 


able personnel. | 


‘Ge. Preparations for tactical air operations (for OPLAN 312) lec 
to the largest number of incoming messages generating requirementr 
for JCS decisions and actions. ‘The number of requirements gen- 
erated by incoming traffie on preparations for invasion (OPLAN 
316) and air defense operations were only slightly smaller, From 
the number of requirements messages received concerning these 
subjects, 10 appears that airlift, sealift and communicationa 
problems are the most difficult areas to plan for specifically in 
advance, The development and use of cover stories was an issue 


affecting all of the GINCs and causing most of them to request Jcs 
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actions ‘and decisions. Rules of engagement dppear to be more 
subject to misunderstanding than any other type of JcS directive, 
in view of the fact that such "rules' stimulated the most request 


for clarification, | 


33. Ὁ least five JCS “Greens' concerning Cuba were in some 
phase of staffing every single day from 19 October through 4 
December 1962 (1.e., for the entire life span of the Hattle Starr 
and augmented Cuban Watch). ‘The peak ataffing effort for ICS 
"Greens" was on 25 October with twelve in the staffing process, 
Seven J-3 Staff memoranda concerning Cuba were completed on 25 
October, ABlong with the greatest number of miscellaneous starr 
memoranda produced on any one day, Both JCS "Greens" and Joint 
Staff memoranda provided essential background for follow-up staff 
actions after JCS orders werd given. Early diatribution of these 
data was 88 important to the’ Battle Staff as early distribution 
of the JCS outgoing messages giving these orders. 


34, The Operations Directorate (J-3) had the largest workload 
of all staff offices in terms of: (a) numbers of JCcS-Out message 
drafted; (b) numbers of staff memoranda written for the JCS per- 
taining to actions required; and (6) numbers of JcS "Greens" 
drafted. Outside of intelligence operations, operations of the 
Special Assistant for Counterinsurgency and Special Activities 
(SACSA) were the most highly secured and generated the largest 


number of "JCS" messages not released to Battle Staff personnel. 


FROM ANALYSIS OF JOS-OUT MESSAGES 

35. J0S-Out messages reached a peak for the entire erisis on 
22 October with 28 messages sent concerning Cuban operations, 
A total of 75 JGS~Outs originated during the period 21 through 
23 October, This total was 50 percent higher than the total for 
any other three~day period during the crisis, and it was about 
double the daily average for the week preceding the crisis. More 
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than thrbe-fourths of all JOS-Out Cuba messages thrergh 22 October 
were classified TOP SECRET, On 23 October, the proportion of oute 
going TOP SECRET messages dropped to one«third of the total and 


continued thereafter at about this fraction, 


36, Several. security problems were brought to the attention of 
the JCS for decisions, One arose concerning the "release of 
special intelligence planning information” for use at the air crew 
level in connection with (OFLAN 312.\ In another, MATS use of 
normal flight plan and movement messages tn connection with 
classified airlift operations required approval by the 208, 
Although the Joint Staff may expect these types of problems 
invoiving securlty to occur again in many types of possible future 
crisis situations, it 1s probably best to plan for clearing each 


one on an ad hoc basis as such problems arise. 


37. Through 23 October, only slightly more than one-half of the 
Cuba JCS-Out messages were drafted by the Joint Staff action 
personnel {subordinate to the Directors) who ugually are responsi- 
ble for preparing such avacts, { Forty percent of the messages were 
drafted at the Director level or above, with the Director of the 
Joint Staff personally drafting/ the lacgest single number (a7). | 
With the relaxation of special security precautions on 23 October, 
normal staffing procedures began to be applied, although personnel 
from the Office of the Chief, Naval Operations (OPNAV) drafted 
most JCS messages pertaining to the naval quarantine, However, 
even after formal starring became the norm, because of the very 
high level of "approval" needed for most JcS-Out messages con- 
cerning Cuba, staff officers! \mowledge of the JcS actions taken 
was extremely limited, This problem arose because there wag no 
procedure for timely feedback from the office where the JcS 
remained in nearly continuous session (the Gold Room) to the 


action officers who delivered draft messages to the door, 
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‘Interviews indtoate that usually action officers had diffioulty 
determining whether changes were made in their message drafts or 
whether the messages were sent at all, Often confirmation of JCS 
action was obtained by the Battie Staff when a hard copy of an 


Out message was distributed through normal channels. 


36.[mhe security precautions adopted at the upper echelons of 
the Joint Staff and applied during the initial phase of Cuban 
erisia operations made it extremely difficult to provide staff 
assistance, After the President's public announcement of 23004, 
22 October, spectal security conditions were supposedly relaxed. 
However, the facts that high'echelons were drafting messages and 
staffing functions were being performed by offices outside the 
normal staff flow (OPNAV and ODJS) prevented the usual dissemi- 
nation within Joint Staff Directorates and within the “88 of 
knowledge of probable fortheoming actions. Consequently, when 
field commands called upon the Battle Staff to ascompliah coordi- 
nation of directives, quite often the JBS had no knowledge of the 
JCS directive about which 1t was being questioned. / 


FROM ANALYSIS OF MESSAGE TRAFFIC ROUTING DELAYS -- κ 
39} The functions and facilities involved in telegraphic message 
traffic flow from the field to the Joint Starf are depicted in 


Figure 1 for summary presentation. Typical times for message ι 
flow between stations during the first two weeks of Cuban crisis 


operations are indicated for those stations where time-of-receitpt 


records were maintained and the data made available for this 
analysis. The transmission times indicated were largely inde- 
pendent of message precedence during this period, The delay in 
receipt of messages at the Pentagon was due almost completely to 
heavily overloaded relay facilities in the field. The increase 
in number of messagea received in the Service communication 
eenters in the Pentagon was still well within equipment capa-~ 
bilities. However, message reproduction facilities in the | 
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Pentagon were overloaded on many ocdasions. The much more rapid’ 


adyance copies were forwarded only for messages of Operational . 


immediate precedence or higher and for one action copy only. } 
—e 


--- 


(Ho, Any deseription of the overall situation prepared by the 
Battle Starf for the JCS could be expected, at beat, ta beleight 
hours behind the actual situation, Much of tne gata in such 
summaries lagged 12 hours \pehind actual events, ‘There were three 
principal reasons for such time lags. First, message recelpt by 
the Battle Starf lagged} five to ten hours joehing message origin 
for reports on the situation in the field, Secondly, incoming 
messages reported the situation in the theaters and commands as 
of some time earlier than the time of message origin, Finally, 
Battle Staff processing consumed some additional time after 


message receipt. 


: 
41, Exercise HIGH HEELS IT data, the Dominican Republic crisle 
analyses, and this analysis af Cuban crisis message traffic 
indicate that, with present equipment and procedures, plannexs 
Must expact αὶ median delay time in message transmission of ὕμνος 
and-a-half to three~and-a-half hours |from origin in the field to 
Service communication facilities serving the JCS. This delay 
Occurs despite high precedence asaigned to messages. Hard-copy 
reproduction and distribution to the Joint Staff can be expected 


to make messages generally available|six-and-a-half to seven-and- 


΄ 


a-half hours After origin, as a median, One-quarter will be 
received aboutjone hour |\sooner, one-quarter will take;one to four 


hours longer jthan the median (depending on the total traffie load 


that aay). | 


FROM ANALYSIS OF MASTER CHECK LIST OPERATIONS 


42, The Master Cneck List (MCL) of "Actions to be Considered” 
wag extremely useful for the initial implementation of almost all 
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actions ordered by the jes. Its usefulness decreased very rapidly 
for further staff actions after implementing orders were sent, 
This should be expected, because subsequent theater requirements 
are pound to be those which were not anticipated; otherwise, the 
implementing actions would have provided for them, _ After about 
three days of Cuban crisis operations the nature of these McL 
listings changed from specific JCS agenda items to much more 


general agenda items for staff consideration. 


43, The MCL listing of "Actions Taken” served as a general 
reference paper for keeping members of the Joint Staff up-to-date 
on the overall picture. It was far less useful as an action- 
following leg. It wag of limited usefulness to Battle Staff and 
action personnel because: (a) listings were often included 
several days late; (b) many actions falling in the same categories 
as the types recorded were not listed; and (c) only certain types 


ef Joint Staff actions were recorded. 


FROM ANALYSIS OF AN APPLICATION OF INFORMATION FLOW RESEARCH 

4), Empirical evidence obtained through the analysis of infor~ 
mation flow can assist in the development of check lists for 
possible future crisis operations, Such research can particularly 
point up those procedural and planning requirements which, if 
staffed in advanca, may obviate many dsys of coordination with 
agencies external to the Joint Staff, should the same problem area 
arise in subsequent crisis situations. Cuban crisis air defense 
actions have been analyzed in this study for development of such 
check lists. External coordinations are shown to be the most 
time-consuming staff functions, Examples of important potential 
advance coordinations tnelude Federal Aviation Agency preparation 
of air regulations for establishment of Military Emergency Zones 
(MEZs) and development of plans for Security Control of Air 
Traffic (SCAT Plans}, 
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APPENDIX A TO ENCLOSURE c 
νον τἀν τον πῶ COTOBRA 
i 

1, This Appendix presents the results of a functional 
analysis of information flow in the Joint Staff during the 
erucial period of 1962 Guban crisis operations. First, an 
overall picture of the magnitude of information flow is 
presented, based on an examination of telegraphic message 
traffic. Incoming messages are then examined in detail, sep- 
arating for analytical purposes messages directly addressed to 
the JCS from messages passed to the JCS as Information Copies, 
Joint Staff actions resulting from incoming infocmation are 
next reviewed and analyzed, based on an examination of staff 
action memoranda (e.g., J-3Ms) and JOS "greens." Finally, 
end-product J¢S-Out messages are examined, first from the 
point of view of subject matter, and then as a source of 
data on the staff functions of message preparation, review 


and approval. Critical observations are included in the 


text as suojects arlse. Summery observations found in Enclosure 


C are not repeated here. 
OVERALL MESSAGE TRAFFIC FLOW 


2. The scale of Joint Staff activity in crisia operations 
is dependent upon the nature and magnitude of information 
flow, This section will examine the magnitude of informa- 
tion flow as reflected by incoming and outgoing telegraphic 
message traffic filed by the augmented Cuban Watch and the 
Joint Battle Staff (JBS). Although telephone traffic proved 
not to be researchable, it is the ontnion of JBS members 
that the following analysis fairly represents the shape of 
Cuban crisis activity In the Joint Staff. 
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3. There was no one complete JBS "master file* of JCS 


incoming or outgoing messages, and 856 8 result i¢ has been 
impossible to assure a complete message count. Incoming mes~ 
Sages Were filed by the JBS in JeS-In folders, in folders 
grouped by CINCs, and in action folders held by individual 
staff officers, when only one copy of a message waa availe 
able for filing, the file category into which it was placed 
was somewhat arbitrary, differing from action officer to 
action officer and from day to day, A complete cross~ 
referencing of all JBS files released for study wag prepared 
in the course of performing this analysis of information 
flow. However, a complete set of the files maintained by 
action officers was not available for incorporation into the 
cross-reference index. Furthermore, it ia knowm that some 
measages were never vraceived by the JBS. Nevertheless, the 
bulk of the messages received by the JBS appear to be filed 
in JCS-In, JC5-Out and GINCLANT, CINCSTRIKE and CINCARIB 
folders, from which the following message counts originate, 


4, A further complication in making message counts lias 
in deciding what traffic was "Cuban," The JBS itself had 
aifficulty in cases where CINCPAC and CINCEUR operations 
might or might not be affected by preparations for]OPLANS 
312 or 316.) Many messages were filed and later marked "NoT 
CUBA", The general inclination of the JBS seemed to be to 
include, rather than exclude, questionable subject matter, 
For the purpose of this study, all messages filed are counted 
as Cuban traffic unless specifically marked otherwise by the 
oBs. 


5. Prior to the President's announcement of U.S, plans 
for the quarantine on 22 October, much of the message traf. 
fie was very closely held by a Joint Starf group specially 
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cleared for handling Cuban operations. The extert to which these 


messages, held by various individuals and groups within the Joint 
Staff prior to clearance to the JBS far access to Cuban traffic 
were turned over to the JBS is unimown, The extent to which 
access to other typas of Cuban information was denied isa also 
unimown, However, 42 messages referenced in JCS<OQut and -In 


messages but not in JBS files have been found in J-3 Research, 


Records and Analysis (R&R) filles, indicating receipt by the Joint 


Staff, These 42 have been included in message counts,+ 


(. The existence of a large volume of message traffic con- 
cerning the Cuban crisis not located in the Battle Staff files is 
indicated In many ways, For example, a memo from the National 
Security Agency (NSA) states: 

("the traffic load in the CRITICOMM System during 
the height of the Cuban crisis more than saturated the ‘ 
system, he mechanical and human resources were fully 
utLliged and the weak links in the system became pain- 
fully apparent, The requirement for manually process- 
ing the bulk of the traffic slowed dowm the flow of 
messages within the system,"@"} 
Similarly, the small anount of State Department message traffic 
on file ts out of line with the normal daily average of 800 State 


Department messages per day available for J-3 sereening.\ 


7. The results of message counts are summarized in Figure 1, 
where JCS-In and -Out messages are charted by date of message 
origin from the start of augmented Cuban Wateh activity, through 
the life of the JBS, and until termination of the final augmented 
Cuban Wateh. 


t.-.”.” -ππσπσΠσΠῆππ- 
For a more detailed description of procedures which were 
followed by the JBS for processing message traffic, see 
Enclosure B, "Procedural Analysis of J=-3 Command and Control 
Operations, Appendix A, "Processing Message Traffic," 


Meno for Seeretary of Defense from Director, NSA, Subject; 
"Program Change Proposal for CRITICOMM System Improvement, " 
29 April 1963, SECRET, 
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8. It 18 apparent from Figure ἃ that incoming Cuban’ crisis 
message traffic peaked on 25 October, with daily traffioa to the 
JB3 exceeding 130 messages per day from 22 October through 31 
October. Figure 1 is believed to represent fairly accurately the 
relative traffic load on the 55, However, 1% does not represent 
the relative workload on any particular staff office or on the 
JBS, since the nature of the incoming traffie changed consider- 
ably between the @3rd and 25th of October. The effect of this 
change on the JBS will be discussed subsequently (see paragraphs 
18 and 19 below). By contrast, JCS-Out messages peaked on 22 
October, with initial phase orders concerning Cuban crisis 
planning. The nature of these messages also changed after 23 
Oatober, as unanticipated requirements became the rule rather 


than the exception. 


Origin and Receipt of Cuban Crisis Measagze Traffic 


9. The shape of the crisis included a build-up phase (through 
23 October), a peak phase (through 30 October), and a long 
tapering-off period (while the U.S, was assured of Soviet 
intentions to remove offensive weapons from Cuba ),* The rollowing 
@iscuasion of the crucial period first examines the build-up 
phase,* In Table I, the number of messages concerned with Cuban 
operations originating in each six-hour period is recorded for: 
(a) incoming messages addressed to the JCS (sometimes referred to 
ag "Action" messages, sometimes "JCS addressed" messages, some- 
times "JCS ADDEE"); (b) incoming messages passed to the JCS as 
"Info Copies"; and (6) messages originated by the JCS (i.e,, 
"I¢S-Oats"), 


cc π-..--...:...---Ά 
See Enclosure A, "Historical Analysis of the Substance of 
Command and Contrel Actions, Their Circumstances, and Their 
Implications, " 


2ror a discussion on the formulation of U.S. policy in response 
to the Soviet move in Cuba, see Enclosure ἃ, op. ct$., Chapter 
II, "fhe U.S. Decision,” στ 
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TABLE I. Origin of cutlan Crisis Message Traffic 


NUMBER OF MESSAGES ORIGINATED 


i] 
Incominge Incoming- 


DATE 2eTIME Direct Info JOS Period Daily 
OCT. 1962 PERIOD Addressea copy Qut Totals Totals 
17 Prior to 3 6 3 1a 12 
2hag 

18 0~0600 re) re) ο ο 

6.1200 0 0) Ο ο 

12-1800 2 4 1 7 
16-2400 1 5 3 9 16 

19 0-0606 1 4 Q 5 

6.12006 3 4 a 6 

12-1800 2 2 3 7 
18-2400 3 9 11 23 τ 

20 0-0600 3 5 2 10 

6—1200 Δ 0 0 1 

12. 1800 9 3 hk 16 
18-2400 4 9 a) 13 49 

ai 0-0600 7 19 8 27 

6-120d 2 2 3 8 

12-1800 7 17 
18-~aho0 8 7 il 26 7a 

22 0-0600 15 13 4 32 

6-1200 10 2 3 15 

12-1800 9 17 9 35 
18-2400 36 22 12 ΤΟ 152 

23 0-0600 38 27 9 ΤᾺ 

6-1200 8 13 1 22 

12-1800 18 5 3 26 
18-2400 20 26 8 54 176 
TOTALS 209 204 102 515 515 


10, This table indicates that during the first week af 
Cuban crisis operations, approximately four messages were 
receivad for each one that went out from the JCS. The nun- 
ber of JCS addressed incoming messages received was approximately 
the same as the number of JCS Info Coptes arriving. However, the 
trend was from 2 relatively small percentage of incoming traffic 
being directly addressed to "JCS" in the first few days to a defi- 
nite majority on the @énd and 23rd of Oateber, The relative load 
on the Cuban Watch, with ἃ more than tenfold increase in message 


traffic between the 18th and 23rd, is apparent, 
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1 4a, It is very difficult to reiate ‘actual origin of message 
traffic described above to receipt of messages by Joint Staff 
action offices, Analysis of this relationship. in this study 

must be based on time of receipt of messages which were subse- 
quently entered into JBS files. This is a very important proviso. 
It is known that once the JES has given more-or-less carte blanche 
access to Cuban crisis traffic, approxima ely at the time of the 
President's speeoh (23008, 22 October), advance copies of incoming 
traffic were almost invariably routed to the Current Actions 
Center (CAC). It is also kmown that up until 23 or 24 October, 

an unknown number of advance copies were picked up by "Cuba 
Committee" members and hand~carried to senior Joint Staff officers 
with no further access (1f any) to the JBS members ar to anyone 
else in the CAC. Many of these advance copies of messages never 
got into JBS files, Some were reviewed briefly by the Chief of 
the CAC, some were copied and held for the JBS files, and others 


were first seen when hard-copy distribution was made. 


12, Insofar as incoming messages were concerned, thig problem 
was largely resolved by the 24th and 25th of October. By that 
time it was recognized that the JBS should have access to advance 
eoples on receipt in order to be able to perform those staffing 
functions 1t was being asked to fulfill. However, the problem 
ag it pertained to JCS-Out messages not staffed (drafted or 
coordinated) by the JBS continued for a considerably longer 
period, The resuit 15 that JBS Cuba filles are a mixture of ad- 
vance copies, thermefax prints of advance copies, and hard copies 


of messages. 


13. Oniy 54 percent of the message file copies for this period 
are stamped with "Time Received JWR," Therefore, the "Time 
Received JWR" has been approximated for unstamped messages under 
the assumption that there was the same statistical distribution 
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for unstamped copies as for stamped copies of the same type, 


(Their distributions are examined in some detail in Table IT 
below,) Estimates of minimum time possible for receipt by the 
JBS, based on the time messages were received in Washington 
Communication Centers, are attempted in the study of routing 
delays in Appendix B. Only Navy messages, which record the time 
of receipt in Washington, and Army hard copies, which sometimes 
record the time advanee copies were forwarded, have been examined, | 
These times are of some importance in analyzing the speed of 
Joint Staff reaction to requests from the field. 
TABLE IIT. Time Lag From Origin of Guban Crisis 
Message Traffic to Receipt by JBS 
(For Messsges Logged 17 to 23 October 1962) 


aaa |, as .) | aaa 
᾿ INCOMING. INCOMING~ 
DIREcT INFO 7608 
MESSAGE TRAFEIC ADDRESSEE COPY OUT. 
No. of Messages Originated ᾿ 
{and filed by 788 209 204 102 | 
No, Logged in JWR (CAc) 119 125 
Median Time from Origin to 
Receipt in JWR (Hrs:Mins) 8:10 8:29 2:22 | 
25 Parcent Fastest = Less Than 4329 5:32 1:38 | 
25 Percent Slowest - More Than ι 13:99 24:32 5:10 
1 
Fastest ' Ο:52 0:54 0:09 
Slowest | 36:04 ‘15 days 14:21 


14, The data that are available in JBS files with regard to 


time lags between origin and receipt of messagea are summarized 
in Table II above, 


15. These data form the basis for the approximations presented 
in Figure 2, The very long time from origin to receipt of the 


Slowest Info Copy is due to readdressing of a message after 
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FIGURE 2. Message Traffic Build-up at Start of Cuban Crisis (Time of Origin 
Compared with Time of Receipt in Joint Stoff) 
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receipt to inelude the zcs. ! Eight such messages were not re- 
addressed to the JCS for more than 48 hours after receipt. (A 
more detailed study of readdressed messages will be made when 


"Info Copies" are discussed later in this Appendix.) 


16, The time-of-receipt data in Figure 2 were compiled on the 
assumption that the time recorded on JBS flle copies represents 
the time messages became available to the JBS, It therefore 
becomes a conservative extreme estimate ~- 1.e., it 1s aimost 
eertain that messages were available for JBS reference and use 
at the times recarded. Some unknown fraction of message traffie 
was available, at least to some extent, at earlier times since 
advance copies usually were available between two to four hours 


prior to hard-copy production and distribution. 


17. The pattern of message receipt in Figure 2 15 similar to 
data in Table I, but with a slight smoothing out of the traffic 
flow and delay in activity peaks, corresponding to message 
transmission and delivery times. It can be seen that after 19 
October receipt of information varied froml five to ten hours 
behind origination (represented by the horizontal distance 
between lines), The largest quantity separation (vertical 
distance) was approximately a 9O-message lag at 0600 on 23 October, 
Percentage-wise, from 75 to 92 percent of traffic known to be in 
existence was on hand in the JBS during this period, with the 
lowest percentages available during periods of rapid increase 


in number of messages originated, | 


Nature of JCS-In Cuban Crisis Message Traffic 


18, It was noted above that the nature of incoming message 
traffic changed considerably between 23 and 25 October, Data 
pertinent to this change are included in Table III, 
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TABLE IIT. Nature of JCS=In Cuban 
Crisis Message Traffic 


NUMBER OF MESSAGES RECEIVED 


(By October 1962 Date of Origin) ΒΕ 
MESSAGE TYPES 16-22 23 ah 25 26 27 28 


. Movement, Status and 
Intelligence Reports 4g 59 51 79 59 75. £59 


Quarantine Ship SITREPs 3. Δ 6 21 8 26 35 
Submarine Search Reports 2 2 7 15 #38 $41 238 


MERSHIP Sightings by 
Alreoraft 0 1 Ο ile ha 37 15 


Requirements, Operations 
and Planning 2c4 g2. 69 46 4 7 42 


TOTAL INCOMING MESSAGES 258 155 133 273 205 216 207 


19. Through 24 October, the Joint Staff was almost completely 
dependent on Navy Flag Plot and Intelligence Plot for both U.S. 
quarantine information and for submarine and merchant ship 
location reports,~ From 1134 to 24008 on 25 October, as many 
SAC aircraft reports of MERSHIP sightings and ship Situation 
Reports (SITREPs) were received as all messages of all types 
received on 24 October, Similarly, submarine search reports 
increased after 24 October, The number of formatted JOPREP, = 
special movement, force status and intelligence reports inareased 
up to 25 October, These required attention by the JBS for prepa-~ 
ration of SITREPs and force following? The major staffing 


Ia.. ooo hae 

See Enclosure D, "Analysis of Command and Control Functions of 
the Service War Rooms and Their Interrelationship with Joint 
Staff Operations," Appendix σ, “CNO Flag Plat." 


2 Joint Operational Reporting System. 


3 ror a more detailed description of the preparation of SITREPs 
by the JBS, see Enclosure B, "Procedural Analysis of J-3 Command 
and Control Operations," Appendix A, "Situation Reports (SITREPs), 
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4 ΝΞ 
{requirements for possible JcS action were represented by 
incoming requirements, operations and planning messages, 


and these decreased rapidly aiter 23 Octaber, 
ZNCOMING MESSAGES 


MESSAGES WITH JCS AS DIRECT ADDRESSEE 

20, Telegraphic messages addressed to the JCS prior to 
29 October 1962 concerning the Cuban crisis and filed by the 
JBS have been categorized by time of origin, offiee of origin, 
time of receipt in the CAc (if recorded), by message purpose, 
by subject operation, and by staff area concerned. The 
details of classification are discussed below, along with 


message counts within each classification. 


Principal Offices Originating Cuban Crisis Messages Directiy 
Addressed to 965 


21, Table IV indicates by date and primary offices of 
origin the flow of incoming messages directly addressed to 
the JCS. All others sending 10 or more messages to the Jcs 
are combined into one listing on this table, fas noted in 
the preceding section, starting on 25 October more than half 
of the message traffle concerned ship and submarine location | 
reports sent in by SAC aircraft and CINCLANT ships. It is | 
apparent that CINCLANT, as commander of the operational | 
theater, had the greatest number of communicationa with the 
JCS of any single office. However, 56 other offices 
directed communications to the JCS concerning the Cuban orteis. | 
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With the exception of messages concerning | MERSHIP and sub= = JS- 


LL 
marine location reports which are addressed to the JCS by 


prearranged format, /onty 12 offices subordinate to CINCs 
addressed messages directly to the JCS, and these all appear 
to be in response to 05 orders or queries. Eighty percent 
of all traffle to the 5085 as a direct addressee, other than 
that from offices Subordinate to the CINCs, was from the 
Service Chiefs, the CINCs themselves, and Department of 
Defense (DOD)/JCS agencies (e.g., Defense Intelligence 
Agency (DIA) and Defense Communications Agency (DCA)). 


Types of Cuban Crisis Messages to JCS as Direct Addressee 
22, The types of measages sent to the JCS by each office 


of origin are recorded in Table V. Message types have been 
classified in terms of the purpose of each message, first 
Separating notifications to the JCS from requirements for 


assistance. 


23. Notifications consist of information reports to the 
dCcS: of orders given to subordinate commanders, of action 
taken, of coordination effeated, of the status of forces 
(e.g., SITREPs and Status Reports (STATREPs)), and of coms 
manders' concepts of operations. The great majority of these 
notifications are in response to ordera from the JCS, either 
replying directly to a 905 request for information or informe 
ing the 905 of orders given, actions taken, or coordination 
effected as ordered by the JCS. All of the notifications 


classified as "Concepts of Operations" are responses of 
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TABLE VY. Types of Cuban Crisis Messages to JCS as Direct Addressee 


PRINCIPAL Coordi - atus neepts 

OFFICES Total Orders Actions nation of of Opera- For 

OF ORIGIN Messages Given Taken Effected Forces tions Approval Actions Gut dance 
SAC Aircraft 233 - - - ᾿ 233 - - 
CINCLANT Ships 216 - - - "216 - - 
CINCLANT 1047 3 6 2 28 6 AQ 
CINCSAC 65 - 2 1 57 1 2 
CINCONAD/NORAD 50 - 5 - 26 4 12 
Enbassies and 

Attaches 40 - - 1 39 - - 
cS Army 33 - 2 - 32 - - 
CIA 31 - - ~ 31 - - 
CINCPAC 27 2 2 - 19 1 2 
CINCARIB 25 - 8 2 12 - 3 
CINCEUR 23 - 2 - 14 - 1 
CINCAL 27 - 2 - 415 - - 
CINCSTRIKE 17 - 2 2 6 - 6 
COMASWFORLANT ze - - - 12 - - 
CINCNELM 12° 1 1 - 9 - - 
OSD-PA 11 4 1 - 4 - - 
COMATS 10 - - - 10 - - 
41 Others Τό τ 3 20 47 1 5 

TOTAL 999 17 28 17 B10 13 71 
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Plus 4 correction messages 


NUMBER OF MESSAGES 
NOTIFICATIONS TO JCS 


Spina i correction message, 


REQUIREMENTS ON JCS 


For For 


13 5 
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5 1 
2 3 
ἃ 1 
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commanders to cs requests for guidance as to their opinions, 


preferences and prejudices prior to JCS planning decisions. 


24, "Requirementa on the JOS" consist of messages specifi. 
cally requesting approval of actions planned in the field, 
asking the JCS to take specific actions to support commandera' 
operations (e.g., ordering airlift), or asking for JCS gut4- 
ance or clarification with regard to JCS orders given or 
implied, Actually, most of the messages classified and 
counted as "Requirements" contain information informing the 
gcS of these aspects of situation background which, in the 
opinion of the sender, justify his oase for stating the 
requirement. To this extent, therefore, such messages ara 
aiso "notifications", but all messages laying a specific 
requirement on the JOS have been classified and counted only 


as "Requirements, " 


25, Table V indicates that 81 percent of the messages 
addressed directly to the JcS were reports concerning the 
status of forces in the fleld, [other than MERSHIP and sub. 
marine search reports, these were primarily SITREPS, STATREPs, 
and similar reporta of special operations underway, forwarded 
at six-hour intervals per JCS request.| These force-following 
messages made up the largest part of messages sent by every 
office of origin except CINCLANT. Details concerning the 
distribution of status of forces reports are presented in 


Table KIX. 


26, For all types of messages addressed directly to the 
JOS other than status of forces reports, three-fifths were 
requirements for JCS agsiatance, and 62 percent of these 
requirements were for approval of specific proposals by coms 


manders in the field, Requirements from offices of origin 
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i 
‘snow the primary types or | perations resulting from the Cuban 
orlsis and the extent of message traffic concerned with each 

operation. Subjects of messages are tallied by the most 
specific operation referred to in each message. Thus, sub- 
jects such as "Transport Operations” are those transport 
ope~ations rot concerned with any more spacific Guban crisis 
operations, 6.8., quarantine operatinns, (CPLANs 312, 314 or 
326 operations, | or Guantanamo defense operations. Hatters 
concerned with all Cuban OPLANs are recorded τ 


.ι͵] (OPLANs 314/316)4and only those specific vodfetan 31 are 
liated as Tactical Air Operations. J 


89. (tepre VI indicates that 55 percent of the messages 
directly addressed to the JcS through 28 October were con- 
cerned with air and naval operations for maintaiaing the 
auapantine, Preparation of U.S, air defenses, tactical air, 
and invasion forces for possible operations against Cuba 
was the subject of 43 percent of all other messages, Prep-= 
aratilons for possible effects of such operations, in terms of 
counterinsurgency, Single Integrated Operational Plan (SLOP), 
Guantanamo defense, and all other U.S, theater forces re- 
aluited in 256 messages, more than half of which were concerned 
with Strategic, European, Pacific and counterinsurgency 
forces 2 The small number of messages concerning reconnais- 
Sance operations was due to special handling of reconnaissance 
traffic by the Joint Reconnaissance Group (JRC), with only 
a few messages finding their way to the Battle Starr tites, | 


30. fhe area of greatest need for JCS assistance, as ree 
flected in requirements messages, concerned invasion 
ip nga 

See Enclosure A, op. cit., Chapter IV, "Implementing the 
Military Course of Action: The First Phase," for a discussion 


on deployments undertaken to support the President's program 
or action, 
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(preparation operations where 27 messages asked for Jes 
approvals, actions, or guidance, Twenty-three messages 
asked for JCS assistance concerning tactical air operations 
and 22 concerning air defense operations. Only 13 messages 
requesting assistance in quarantine operations ware directly 


addressed to the JCS, since most of the traffic on this sub- 
1 


ject was with the cNO, 


Starf Area Sus ects o2 Guoan Crisis Messa_es Directly 
A reseed Go 


31. Table VII attempts to indicate the staff area most 
᾿ directly concerned with the subject of each message directly 
addressed to the JGS, and thereby, the Joint Staff office 
(3-1, J-2, J-3, eto.) most concerned. More specific break. 
downs were attempted for staff areas three through five and 
have been recorded in Table VII whenever more than two mes-~ 


sages were counted in a subcategory, 


32, Table VII indicates that-almost half of ail messages 
received were intelligence reports, [nos of these were the 
MERSHIP and submarine search reports requested by the Joint 
Staff for force following, and were sent to J~3 for action. 

As a result, 90 percent of all messages directly addressed 

to the JCS concerned the J-3 area of staff operations.| Three~ 
fourths of normal operations messages concerned readiness, 

and movements and change of operational control (CHOPs) of 
forces, Logistic support, policy and communications mes- 
sages followed in number received in that order. ) The number 


of intelligence messages other than MERSHIP and submarine | 


leon an analysis of the naval quarantine of Cuba, see Enclo- 
sure A,op. clt., Chapter V, "The Naval Quarantine. 
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‘ 
search reports 15 surprisingly small and indicates tha's Che 
JBS was not the recipient of the vast majority of intelli- 

gence reports which must have been sent.| 


33. Thirteen percent of the messages concarning operations 
were requirements on tha JCS, These requirement messages 
made up 49 percent of all requirements laid on Joint Staff 
offices, Twenty-four of the 38 messages concerning opera-~ 
tions planning placed requirements on the JCS. All of the 
five messages concerning exercises were requesta to the Jcs 
to approve cancéllation of exercises. More than three- 
fourths of the 42 messages concerning logistics were requesta 
for JCS assistance, ag were 18 out of 36 messages concerning 


policy, 


MESSAGES RECEIVED BY THE JCS AS INFO COPIES 

34. One of the most important sources of information to 
the Joint Staff as to what 15 going on in the field and for 
general situational background is Info Copies of messages 
passing between other military commands and other U,8, gov- 
ernment offices. Such messages are often used by the CINcs 
and Services to inform the Joint Starr that JCS orders are 
being implemented or how guidance 1s being translated into 


actions, 


35. These messages can be of aonsiderable importance to 
the Joint Staff. |For example, CINCLANT's Operational Order 
(OPORD) to subordinate units to implement quarantine actions 
was passed to the JcS by Info Copy. The initial OPORD in. 
cluded POL as "war materials” subject to quarantine. ‘This 
was brought to the attention of Deputy J-3 at 1330 on 
23 October by 8 85 officer, and ΟΡΝΑ was contacted by 
phone to get POL removed from the CINCLANT message. In this | 
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particular case), the matter had been caught and corrected 


earlier in LANTCOM and a revised OPORD issued, although this 
was not known in the Joint Staff at the time. Naturally, 
che first Soviet Bloc ship passing through quarantine was 
earrying POL products. 


Origin of Cuban Crisis Messages to JCS as Info Copies 
36, Traffic in messages addressed to the JCS as Info Copies 


during the initial phase of the Cuban crisis is recorded in 
Table VIIT by message originators, Forty-three percent of 
these messages were sent by CINCLANT or his subordinate com- 
manders, Traffic from USAF offices (ineluding CSAF, MATS, 
SAC and TAG) was the second largest grouping, 20 percent of 
the total, There was relatively even distribution of mes~ 
sages among the other CINCGs and Services. In total, mes- 
sages sent by 68 offices are on file for the first eleven 
days of erisis operations, One of the facts of mogt interest 
in this table is the relatively small number of State mes-~ 


sages sent to the JCS for their information. 


Types of Cuban Crisis Messages to JCS as Info Copies 
37. Table IX presents statistics concerning JCS Info Copies 


classified according to message type, The same categories 
of message types were utilized in the preparation of Table 
IX 88 were applied to the statistical analysia of messages 
Girectly addressed to the 505. However, the significance 
of the categorization of messages as "requests" is quite 
different. In this instance, JCS Info Copy requasts are 
requests from subordinate commanders to their immediate 
supertors for approvals, actions and guidance, Unlike 

the "requests" tabulated in Table V, they do not 


SS _— 
See Table V, page 37. 
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constitute reduirements on the gcS. As far as the ‘yoint 
Staff is concerned, then, the "requests" tabulated in Table 
Ix are Simply notifications about the types of problema 
being dealt with by subordinate commanders. 


TABLE IX. ‘Types of Cuban Crisis Messages 
to JCS aa Info Copies 


A A A See a RP PS Κ([6ὃΚ .Ψ 


___ MESSAGE TYPE ΟΝ HUMBER OF MESSAGES 
Orders Given . 194 
Status Reports — 102 
Coordination Effected 55 
Requests for Actions 28 
Requests for Approvals 22 
Actions Taken 19 
CGoneepts of Operationa 12 
Requests for Guidance 10 
Message Correction tt 
TOTAL 443 


ern οοοο 
38. It is apparent from Table IX that the largest category 
of JCS Info messages are notifications of orders given by 
subordinate commanders, Reports of Coordination Effected 
are generally concerned with coordination of actions specifi- 
cally directed by the JCS. Thus, they serve the purpose of 
eliminating the preparation of a separate report to the Jos 
that the coordinating action 15 being carried out, Status 
reports passed on to the JCS as Info Copies are generally of 
Similar format and content to specific reports which the gcs 
had asked for from the CINCs. These status reports are sub- 
mitted sometimes in lieu of a separate specifica report by 


the CING, as are Info Copy reports of Actions Taken, 
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Operational Subjects of Cuban Crisis JCS thre copy. Messages 


39. JCS Info Copies are tabulated in Table X by the opera. 


tional subject of each message. 


TABLE X, Operational Sub jects of Cuban Crisia Jcs 
Into Copy Messages (8 to 28 October 1962) 


SUBJECT OPERATION NUMBER OF MESSAGES 
Quarantine 1221 


Invasion (OPLANS 314/316) 81 
Tactical Air (OPLAN 212) 19 
Air Defense . 32 
Latin America 20 
Transport 18 
Guantanamo Defense 17 
Strategic (STOP) 13 
Europe 13 
Mobilization of Reserves 9 
Overall U.S. Command and Control 8 
Soviet Bloc Cuban Actions 7 
Reconnaissance T 
JUWIPA 7 
Counterinsurgency 4 
Pacific 3 
CINCNELM Area 1 
U.S. Forces Worldwide 1 
Africa 1 
Correction Message . 1 

TOTAL . ἐμι53 


40, The table indicates that the subject of the largest 
1 i 


number of messages was; quarantine operations, :More than 


one-third of the Info Copy messages concerned preparations 
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Poe 
for implementing (crmexawe OPLANS 312, 314 or 3:6.ἢ Messages 
concerning air defense operations are the only other group 
amounting to as much as § percent of the total Info Cony 


traffic. 


[stace Area Subjects of Cuban Crisis ICS Info Copy Messages 


41, Statistical information concerning JCS-Info messages 
is presented by operational subjects for the staff areas 
affected in Table XI. Almost all of the mesaages in Intelli- 
gence were operational information, marked for J-3 cognizance. 
Thus, Operations was concerned with more messages than all 
other staff areas combined, The primary staff area subjects 
of JCS Info Copies were Intelligence, Mission Assignments, 
Force Movements and CHOPs, MERSHIP and submarine search 
location reports made up half of all intelligence messages 
received as Info Copies, One-third of al] force movement 
and CHOP reports concerned preparations for invasion opera- 
tions. Mission assignments reported were chiefly for quar. 
antine and tactical air operations, Three-fifths of J-5 area 


Info Copies concerned quarantine operationa, 


h®, The ataff area of Logistics was of concern in 14 per. 
cent of the total number of Info Copy messages received, 
Polisy messages made up 12 percent of total copies, and com- 
munications, 6 percent, Invasion operations caused the only 
signifiaant amount of Info Copy traffic in the staff area 


of Personnel, 


Readdressing of Cuban Crisis JCS Info Copy Messages 
43, Twenty-one percent of the initial phase JCS Info Copies 


filed by the JBS were not originally addressed to the Jcs, 
These messages were either readdressed to the JCS by one of 


the message recipients or forwarded from one of the Service 
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war rooms per JCS requeat through message center SOPs. The 


sources of these readdressed Info Copies are shown in Table 


xar. 
TABLE XII, Readdressing of Cuban Crisis J¢cs Info 
Copy Messages (8 to 28 October 1962) 
NUMBER OF MESSAGES 
READDRESSING OFFICE READDRESSED ΤῸ JGS 
Army War Room 28 
Navy Flag Plot 27 
CINCLANT 19 
Air Force Command Post 15 
CINCARIB 1 
CINCPAC ἃ 
CINCEUR 1 
COMPIPLEEN .1 
TOTAL 93 


“---.....-..- 


44, These readdressed Info Copies vere a very important 
source of JBS (and JCS) information. Four of the five esrli- 
est messages (dated 8 to 16 Cetober) concerning preparations 
for Cuban crisis operations were readdressed to the JcS 
after the augmented Cuban Watch went into effect on 18 Octo- 
ber. Two messages originating on 22 and 23 October were re~ 
addressed and received by the JCS on 25 and 28 October, at which 
times they were still of enough interest to be immediately re-~ 
addressed by the JCS for transmission to the White House, Twelve 
other readdressals were forwarded tc the White House prior to 28 
October. It appears that, in cases where readdressals were 
required, procedures for getting certain key information from 
the field to the JCS caused considerable delay. 


— - 
Data on delays in transmission of massages other than read. 
dressals dre found in paragraphs 122 to 128, 
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JOS-IN REQUIREMENTS MESSAGES 

45, For the period through 28 October, all JCcS-In messages 
4n the JBS files placing requirements on the JCS, as well as 
some additional incoming messages located through references’ 
to them in 70S~Out messages, have been abstracted and clas- 
sified as part of the analysis of Joint Staff actions during 
the Cuban crisis. These requirements messages have been 
sorted by date, by office of origin, by operational subject 
and by staff area affected in the tables which follow, 


Origin of Cuban Crisis Messages Placing Requirements on JCS 
46, Table XIII indicates the sources of requirement mes- 


sages by date of message origin, Requirements were placed 
on the 905 by 18 offices, with CINCLANT responsible for 
originating half of the total. The peak of activity was 
reached 22 October, but more than 10 requirements for JCS 
action originated each day from 19 through 24 October, The 
9 and 11 October requirements were staff actions underway 
when the crisis situation broke and, like several later re- 
quirements, were significantly affected by crisis operations 


planning.+ 


Operational Subjects of Cuban Crisis Messages Placing 
| Requirements on 3 


47, Table XIV examines the operations which were subjects 
[“: the requirements messages, JCS actions concerning ὕδοῦλ- 
cal air operations in preparation for OPLAN 312 made up the 

largest requirement subject, These messages were concen- 
trated in the 19 through 23 October period, in contrast with 


requests for JCS actions concerning invasion preparations 


Ω 


ee 
For a description of some of the problems imposed on the 
Cuban Battle Staff by messages requiring action, see Enclo- 
sure B, "Procedural Analysis of J-3 Command and Control 
Operations," Appendix A, "Coordination of Staff Action." 
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The Cuban Missile Crisis Revisited: An International Collection of Documents, from the 
Bay of Pigs to the Brink of Nuclear War 


Published by: ProQuest Information and Learning, 300 North Zeeb Rd., PO Box 1346, Ann 
Arbor, MI 48106, USA 


The Cuban Missile Crisis Revisited: An International Collection of Documents, from the Bay of 
Pigs to the Brink of Nuclear War reproduces a comprehensive collection of records from the 
archives of the three key governments involved in the most dangerous confrontation of the Cold 
war. Declassified records from the United States, Russia and Cuba significantly advance analysis 
of the historical foundations of the missile crisis, the policy calculations and considerations of 
President John F. Kennedy and premiers Nikita Khrushchev and Fidel Castro, and the overt and 
covert military and paramilitary operations that combined to bring the world to the threshold of a 
nuclear exchange. Topics extensively covered in the documentation include the failed U.S.-led 
invasion at the Bay of Pigs, renewed attempts to overthrow Castro through Operation Mongoose 
and Operation Northwoods, U.S. military contingency planning for conflict with Cuba, naval 
warfare, Soviet and Cuban decision making and communications during the crisis, and the 
repercussions for U.S.-Soviet relations, and Soviet-Cuban relations in its aftermath. Materials 
were identified, obtained, assembled and indexed by the National Security Archive, a non-profit 
Washington D.C. based research institute and library. The microfiche collection is accompanied 
by a printed guide and index. 

Arrangement of Information on the Microfiche: 

The documents are arranged in chronological order within classes of documents. A unique 
identification number is assigned to each document. Each new document begins a new line on the 
microfiche. 


Microfiche Numbering: 
The unique identification numbers assigned to the documents are listed in the top right-hand ἢ 
corner of the microfiche header. 


Technical Data: 

Date of Publication of Microfiche Edition: 2006 

Format: 49 double frame, 105mm x 148mm microfiche 
24 x nominal reduction 


Copyright: 
This finding aid is in copyright and reproduction of individual pages for purposes other than for 
private study may not be made without permission from the holding institution. 


Arrangement ©2006 ProQuest Information and Learning Company. All rights reserved. 


Distribution Outside the USA 

ProQuest Information and Learning, The Quorum, Bamwell Road, Cambridge CB5 8SW, 
England 
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Yunten ‘were spread out over the entire period examined. τιον 
thirds of all the requirements soneerned OPLANs 312, 324, 
316, air defense and quarantine operations.. Actions requested 
of the JCS on the subjects of quarantine, CINCARIB support, 
eounterinsurgency, Latin American assistance in quarantine 
operations, and cverall command and control, originated after 
initial decisions were made and U.S, preparatory actions 
were well underway, Similarly, the effect of Cuban opera- 
tions on U.S. nuclear testing and Pacific operations caused 


later stage requirement messages. ( 


Staff Area Subjects of Cuban Crisis Messages Placing 
equirements on ὦ 


48, Table XV indicates the staff area affected by require- 
ments messages tor [each of the major operational subjects 
requiring Joint Staff action. Thirty-nine percent of the 
action requirements concerned the J«3 staff area of opera-~ 
tions, 30 percent concerned logistic support, 19 percent 
Policy, and 12 percent communications. Requests for actions 
concerning force movements, CHOPs, and planning made up the 
majority of J-3 area requirements. Requests for airlift 
were responsible for the largeat single subject within the 
general category of logistics. The Largest number of prob- 
lems with regard to public affairs were brought up in con- 
nection with invasion preparations and quarantine operations, 
Tactical air and invasion preparations caused the largest 
number of requesta for logistic support actions. Almost 
three-quarters of the air defense requirements were staffed 
within 5.3. One-third of the quarantine problema concerned 
interpreting rules of engagement in order to define mission 
assignments. More than half the SIOP requirements enncerned 
nuclear support for strategic readiness. All of the GARIB 
area requests were for logistic and communications support. | 
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TOTAL INCOMING MESSAGES y : ' 

49, In summing up information flow to the Joint Starr by 
telegraphic messages, & comparison of messages directiy 
addressed to the JCS and those received as Info Copies wil 
serve to point up the sources of Joint Staff date. Since 
receipt of the Info Copies involves significant desay over 
receipt of messages on which the JCS is a direet addressee, 
the timeliness of data sources alse is indicated in these 
comparisons. Comparisons by the office of orlgin, by opera- 
tional subjects, and by staff-area subjects are made in 


fables XVI, ΧΥΙΙ and XVIII, respectively. 


ἘΞ of Tncoming Cuban Crisis Message Traffic 
50. Alreraft reports of MERSHIP sightings and submarine 

search reports were directly addressed to the JCS along with 
19 to 20 other priority addressees in a Joint Staff approved 
Address Indicator Group. Table XVI indicates the extent of 
such reports from SAC aircraft, CINCLANT ships and 
COMASWFORLANT. Those CINCs participating directly in Cuban 
operations and Chief-of-Staff army kept the Joint Starr 
informed with an average of one Info Copy for every two 
directly addressed messages, Those CINGs only indirectly 
affected by Cuban operations (AL and NELM), dealt with the 
JCS only by direct addressings. Offices subordinate to the 
directly participating CINCs, to the CSAF and to the CNO, 
kept the Joint Staff informed very largely through Info 
Copiea,> 


Cc στ τος τπιτ τσ: 
See Enclosure ἢ, “Analyais of Command and Control Functions 
of the Service War Rooms and Their Interrelationship with 
Joint Staff Operations," 
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TABLE XVI. Sources of Incoming Cuban 
Crisis Message Traffic. 


PRINCIPAL NUMBER OF MESSAGES 
OFFICES Lrec ἜΡΓΟ. 
OF ORTGIN Addressee copy Total 
SAC Aircraft 233 2 23} 
CINCLANT Ships 216 32 28 
CINCLANT 108 43 151 
CINCSAC 65 11 76 
CINCONAD/NORAD 50 15 65 
Embassies and Attaches 49 36 76 
CS Aray 33 16 ἀρ 
CIA 31 fe) 31 
CINCPAG 27 14 41 
CINCARIB 25 8 33 
CINCEUR 21 4 25 
CINCAL 17 0 17 
CINCSTRIKE 17 12 29 
COMASWFORLANT 12 6 18 
CINCNELM 12 ο 12 
OSD~PA. 11 2 13 
COMATS 10 11 21 
TAC/AFLANT 6 "9 55 
CINCLANTFLT 5 28 33 
CSAF 7 28 35 
CNO 1 17 18 
Others 57 110 167 
TOTAL 1004 443 1447 
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Operational Subjects of incoming cuban crisis Message Trarfic ’ 


S51. Similar relationships are evident. in Table XVII, in 
that: 
&. CINCAL, CINCNELM and worldwide operations were co- 
ordinated almost exclusively by direct addressings to the 


Ὁ. Operations subordinate to major U.S, Cuban actions 
were coordinated chiefly through Infe Copies to the Jcs; 
and 

c. Primary Cuban actions resulted in 20 to 45 percent 
of all messages on these subjects being reported to Jcs 
by Info Copy. 

Out-of-pattern large percentages of Info Copies concerning 
Tactical Air and European operations appear to be due to 
GINCAFLANT!a basic chains of command to CINCLANT and of 
support to CSAF, and of a relatively large number of sub. 
ordinate CINCEUR offices directly contacted by Washington 


offices concerning Cuban crisis operations, 


Staff Area Subjects of Incoming Cuban Crisis Message Traffic 


52. Table XVITT indicates that intelligence, readiness, 
and movement and CHOP reports, all to ὅ-3 account for 81 per- 
cent of all direct addressings to the JOS. Ail other staff 
area subjects consist of at least as many Info Copy reports 
as messages directly addressed to the JcS. If the assump. 
tion that direct addressings keep the Joint Starf better 
informed than Info Copies 18 valid, J+-1, J-4, J-5 and J-6 
were less "current" on developments conneoted with their 
areas of responsibility than was J~3, The Qperations Direc. 
torate itself was less informed on planning and mission 


assignments in the field than they were on the status of 


forces, 
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TABLE XVII. Operational Subjects of Incoming Cuban 
Crisis Message Traffic 


a RIMARY NUMBER OF MESSAGES 
OPERATIONAL rec no 

SUBJECTS Addressee Copy Total 
Quarantine S547 121 668 
Invasion (OPLANs 314/316) 98 81 179 
Alr Defense 65 32 ST 
Strategic (SIOP) 63 13 76 
Soviet Bloc Cuban Actions 37 Τ A 
Tactical Air (OPLAN 312) 33 79 112 
Pacific 32 3 35 
Europe 61 13 3} 
Counterinsurgency 17 4 21 
CINCAL Area — 17 ο 17 
Transport 13 18 31 
CINCNELM Area 11 1 12 
Guantanamo Defense 10 17 27 
Overall U.S, Command & Control 9 8 17 
U.S. Forces Worldwide T 1 8 
JUWTFA 6 7 13 
Reconnaissance 5 7 12 
Latin America 5 20 25 
Mobilization of Reserves 3 9 12 
Africa [9 id 1 
TOTAL 9998 ΠΕ 1441 


Solus 5 correction messages, 
Dpius 1 correction message. 
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Status of Forces Reports 
53. The types of messages in terms of functions performed 


by the massages (e.g., authorizations, approvals, require. 
ments, etc.) are not directly comparable between Direct 
Addressins and Info Copies, However, in total, 63 percent 
of all incoming messages were notifications concerning the 
status and actions of friendly and potential enemy forces, 
Most were formatted reports, and initially, largely in the 
JOPREP series. Early in crisis planning, JOPREPs were re~ 
quested every 81x hours to help keep the Joint Staff informed, 
Additional six hour reports were ordered beginning 22 October 
to cover all movements concerned with Cuban crisis operations. 
Other specialized reports were subsequently requested to 
cover MERSHIP and Soviet submarine activity. ἃ breakdown of 


these categories of notifications received by Direct Address~ 


——S 


ings and Info Copies 15 recorded below. 


TABLE XIX, Status of Forcey Reports 
NUMBER ORIGINATED THROUGH 


23 OCTOBER 

JOPRES Reports < 

Intelligence 115 

All Others 139 
Attache and Embassy Reports 58 
Alrlift Orders στ .11 

Total Normal Reports ες 516. 
MERSHIF Sightings by Aircraft 235 
Submarine Search Reports 133 
Ship SITREPs and sr'tsums 113 
Movement Reports 71 
Ship Orders and Intercept Reports 4 

Total Special Reports 596 

GRAND TOTAL 912 
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54. An attempt has been nade in Table XIX “to ‘separate the 
types of reports normally received and processed in the 
Joint Staff from those specifically required by the Cuban 
crisis situation. It appears that the special crisis-related 
reports neurly tripled the volume of reports 2vallable to 
the Joint Staff, 


JOINT STAFF CUBA ACTIONS 


55. The firat half of this Appendix has been concerned 
with the flow of information to the Joint Staff. The re- 
mainder 1s concerned with Joint Staff actions taken and the 
end-product results of these actions, No action records 
per se have been made avilable, so actions taken have been 
deduced from various products of these actions. Data ana-~ 
lyzed include JCS "Cuba Greens", JBS records of miscellaneous 


Director's memoranda (¢.g., Je-3Ms) and JCS-Out messages, 


CUBA GREENS 

56, Most of the short-term JGS Cuba actions requiring 
formal staffing were reported in the 2304 series of JCS 
papers. | A amali number of longer range staff studies, such 
ag raview and approval of contingency plans for Cuba, were 
developed in the Jcs-~2018 series ,~ The 2304 serles has been 
individually reviewed, and a summary of each Cuba paper in 
the serles is tabulated at the end of this Appendix as 
Annex A. This annex reflects the office requesting and the 
office taking Joint Staff action, the time required, and any 
action assignment resulting from each paper of the JcS-2304 
series developed from 12 October through mid-December, 


"πο νυν πο νον 
See Enclosure A, op. cit., Chapter I, "Precrisis Military 
Contingenoy Planning.” 
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57. Of the 53 08 "Greens" summarized, 21- resulted in 
formal submission to the Secretary of Defense for informa- 
tion or action. Seventeen resulted in action assignments 
on Joint Staff offices, and seven in action assignments on 
Service Chiefs. Eight of these JCS papers resulted in JcS- 
Out messages, in most cases assigning action of some type to 
@ CINC. 


58. The data available are too spotty to say much about 
the requirement origins, staffing offices, or decision levels, 
or to say anything meaningful about time required in the Joint 
Staff, However, on the assumption that requirements were 
received in chronological order, the number of aotions being 
considered in the Joint Staff (1.¢e., in some phase of staff. 
ing) has been graphed in Figure 3 to indicate the shape of 
the Cuba "Greens" staffing effort over the duration of JBS 
operations. High levels of activity are apperent for 22 
through 29 October, on 6 November, and 14 through 20 November, 
The fact that at least five JOS "Greens" concerning Cuba were 
in some phase of staffing from 20 October through 27 November 


is also of some interest, 


MISCELLANEOUS STAFF ACTION RECORDS 

59. As part of the JBS files, records of miscellaneous 
staff actions were maintained, As for the Cuba "Greens", 
these records provide a source of data as to staff actions 
required during the Cuban crisis, A review and tabulation 
have been made and a summary for each paper is listed at the 
end of this Appendix as Annex B. Of the 53 records maintained 
in this file, 36 are recorda of J-3 actions and eight are J-5 
actions. -Tan recerds are of actions concerned with staffing 
in JCS-In messages and resultant JCS responses, Ten of tha 
J-3 actions resulted in "J-3M papers” and 12 resulted in "J+J 
Ops" papers. 
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60. τ attempt was made to illustrate an éxpected trecrease 
in 5.3 memoranda during the period of greateat Cuba starr 
activity by plotting J={3M numbers against time, The results, 
however, were nearly a atraight line over the months of Octe- 
ber and November 1962. Since the J=3Ms pertaining to Cuba 
made up only about 5 percent of those issued, the graph 
appears to indicate that there is a nearly continuous equal 


production of Je3Ma, This number 18 largely independent of the 
"erash" δούλου of the moment, This implies that within J-3, 


orieis situations change the subject matter but not the volume 


of production, 


JCS-O0UT MESSAGES 

61, JCS-Out messages represent a formal end-product of 
Joint Staff actions. Information has been received giving 
the background on & situation, a requirement for staff aca~ 
tion has been submitted or implied, and the requirement hag 
been recognized within the Joint staff. staff action is 
taken and a draft message is prepared, coordinated, approved, 


and transmitted as a JcS-Qut messages. 


62, Background information leading up to JCS-Out messages 
is received from many sources, one of which is the inooming 
message traffio previously reported. Other sources include 
formal support from the Services, telephone calla, and brief- 
ings and personal conversations, These sources have not 
been studied for Cuban crisis operations, and this paper is 
confined to analysis of the extent to which formal incoming 


messages determined and affected JCS~Out messages. 


63. A good deal of information with regard to Joint Start 
operations ean be obtained from analysis of JCS.out messages, 
The remainder of this Appendix will examine the nature of 
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staffing problems land actions result'ing in goS-Out messages, 


as indicated by the messages themselves, 


64, Flow of gcCS-CQut messages by date for initial phase 
Cuban crisis operations 1s examined in the next two tables. 
Table XX examines Cuban crisis message traffie relative to 
total JCS-Out traffie during the period. 


TABLE XX, Cuban Crisis Message Traffic Relative to 
Total JCS-Out Message Traffic 116 to 28 October 1962) 


NUMBER OF JCS-OUT_MESSAGES 
er 


Concerning 
DATE Total Cuban 

OCTOBER 1962 JCS-Out Operations 
16 16 1 
17 19 8 
18 ' 18 4 
19 38 14 
20 9 6 
81 28 26 
82 45 28 
23 35 21 
a4 41 21 
25 32 12 
26 39 17 
27 δ} 18 

88 ΠῚ 16. 

TOTAL 358 186 


65. This table indicates that Cuban crisis operations be- 
came the prime subject of all JCS-Oub traffic on Saturday, 
20 October. Handling of preparations for Cuban operations 
made up 93 percent of the Out messages the following day, 
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88 Joint Staff general offices vegan! a seven-day week senior 
steff Cuban Watch. The inoreases in JCS-Gut messages on 
Friday, 19 October, Monday, 22 October, and Friday, 26 Octo- 
ber, do not appear to be even indirectly related to Cuban 
operations, These traffic increases are probably normal 
and-of-work-week and accumulated weekend Joint Staff pusi« 


neaa, 


(es. fanere is no clear concentration of Joint Staff effort 
on any one subject of Cuban operations overtime, as seen in 
Table XXI. There Was a slight emphasis on air defense of 
the southeastern U.S, and key Caribbean installationa (in- 
cluding the Panama Canal) through 19 October. Sut prepara- 
tion for implementation of OPLANS 312 and 324/336 (tactical 
alr and invasion operations) were the most frequent message 
subjects from late on the 19th, daily through 24 Cctober, 
The “lLateness" of formal JCS communications concerning 
quarantine (blockade) operations is apparent. JCS partici- 
pation in reinforcing Guantanama and evacuating dependents 
was ἃ middle time-phase follow-on to early emphasis on 


defenses. 


Addressing of JCS~Out Messages 


67. Tables XXII and XXIII are concerned with the offices 
to which JCS messages were directed: to what extent they | 
were addressees, and on what aubjects, As would be expected, 
CINCLANT was by far the largest recipient of JCS-Out mes- 
sages, being directly addressed on 56 percent of these mes- 
sages, and kept informed of JCS actions by Info Copies on an 
additional 25 percent of the JcS-Out traffic. CINCONAD wag 
the next largest recipient of direot addressings, being 
Single or cosaddressee on 25 percent of the JCS messages and 
informed on 10 percent additional. CSAP was the second 
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TABLE XXII. Addressing of JCS-Out Messages Concerning 
Cuban Crisis Operations (16 to 28 October 1962) 


NUMBER OF TIMES ADDRESSED 


PRIMARY 5 Singte Ag Go-= a mro 
ADDRESSEES Total Addressee Addressee Copies 
CINCLANT 150 62 ha 46 
CINCONAD 58 16 27 15 
CINCSTALKE 58 4 29 25 
CINCPAC 53 10 28 15 
CINCARIB 53 13 28 12 
GINGSAC 50 ii 22 17 
CSAF 70 4 32 34 
CSA 60 1 ΩΤ 32 
cNno 55 1 a4 30 
cmc " "a7 0 23 24 
Total Single Addressee Messages: 130 
Total Maltiaddressee Messages: 56 
Total Info Copy Messages: 146 
Total "Exclusives": 9 


Other Single Addressees:! 
AMEMB Honduras (for Lt, Gen. Burns) - 1 message 


USARMA Honduras - 1 message 
JUSMAG Madrid - 1 message 
COMATS ~ 1 message 
U.S. CINCEUR - 2 messages 
στ -8 “ - 2 messages 


®tneludes 12 messages to all CINCs and Services, 
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ΟΥ̓ 4nformed vffice, receiving either by direct address or 
Info Copies more than one-third of the JCS=-Qut messages concerning 
Cuba. CINCs CONAD, STRIKE, PAC, CARIB and SAC, and the Service 
Chiefs of Staff were all informed on roughly one«-third of the 
Cuban Out traffic, The CINCs were generally direct addressees of 
JCS-Out messages. The Services received a slightly larger number 
of JCS-Out messages as Info Copies than as direct addressings, 


68, Twenty offices in all were directly addressed on the 
JCS-Out messages concerning the initial phase of tha Cuban 
crisis, and 43 other officas were sent Info Copies. Except 
for one Info Copy to CINCAL and two messages to CINCEUR, 
CINCs EUR, AL and NELM were recipients of only those mes- 
sages sent "to all CINCs and Service Chiefs". ‘Two of these 
messages were among the nine “Exclusives originated during 
the perlod, Al2 but one of the "Exclusives" were sent prior 
to a2 Oatober 0300, and were largely prompted by extra secu- 
rity precautions imposed on the Joint Staff. Three af the 
"Exclusives" were addressed "CJCS Sends", All were eventu- 


ally released to the JES except for two "SACSA Sends". 


69. Eleven of the twelve messages addressed to all CINGs 
and Service Chiefs have been classified in Table XXIII as 
referring to Worldwide U.3, cperations, The other message 
was worldwide notice pf preliminary plans for the naval 
"blockade" of Cuba 


ine of these messages was of special sig~ 
nifieance from a procedural point of view, in that 36 minutes 
after a TOP SECRET order to implement MINIMIZE went out, a 
second message followed, downgrading the order to CONFIDENTIAL, 
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Go. [me relative importance of CINCPAC as an addressee 
concerning Cuban orisis operations may not have been expected. 
CINCPAC and CINCSTRIKE were called upon forlmajor augnenta- 
tion of CENCLAN?T forces for invasion preparations, build-up 
of tactical air and alr transport capabilities, and reinforce- 
ment of Guantanamo defenses. ἡ CINCARIB had special assignments 
primartiy tol prepare for counterinsurgency operations in Latin 


America and in commection with quarantine operations. Mes- 


sages specifically addressed to SAC dealt primarily with 


dressed to Service Chiefa were almost exclusively for coordi- 


nation of operations being performed by their subordinate 


commands. | 


Purposes and Operational Subjects of TOS-Out Messages 
71. JCS8.Cut messages are classified in Table XXIV by the 


types of massages sent and are counted by type for each 
operational supjeeat. It 1s apparent that almost two out of 
every three J0S-Out messages required action by recipients, 
being either Orders Given or Approvals of recommended actions. 
Notifications consisted of messages informing subordinate 
commanders of actions taken by the JCS or Joint Staff to co- 
ordinate field activities, These actions were usually in 
response to a request from the fleld for airlift or for 
augmentation of forces or equipment by transfer from another 
sommand. These coordinating actions were required most often 


in connection with preparations for invasion. 


re. [Reports requested are an indication of the areas where 
normal reporting methods were not providing satisfactory in- 
formation flow to the Joint Staff. “Airlift Capabilities" 
was one of these areas, JOPREP and special movement reports | 
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\were requested avery six hours (instdad of daily) for forces 
connected with OPLANs 312, 314 and 316 and quarantine opera- 
tions, or affected by these operations worldwide. Merchant 
ship and submarine search reports have already been discussed. 
Other special reports requested concerned tactical alr and 
air defense operations, and were due to the extreme over- 
loading of southeast U.S. air bases and resulting redeploy- 
ments to obtain quicker reaction capabilities. | 


73. Guidance requested was primarily in connection with 
this extreme concentration of forces and their resulting 
yulnerabiiity. Although only elght messages were clearcut 
disapprovals of actions requested, several of the Approval 
messages modified suggestions from the field, or approved 
requests only in part, With the exception of guidance given 
worldwide, the other ten Guidanes Given messages were in 
responses to specifie requests for conospta of planned opera- 
tions. Apparently, most of the requesta from subordinate 
commanders for clarffications of JCS-Gut messages were han- 


died by telephone rather than by formal JCS-OQut messages. 


Staff Area Subjects of JCS-Out Messages 
74. The Staff area subjects of initial phase Cuban crisis 


JCS-Out messages are broken down by operational subjects of 
messages in Table XXV. Fifty-four percent of the JCS-Outs 
were in the J-3 area of operations, and 20 percent of the 
J0S-Out messages coricerned movements and CHOPs of forces, 
Ali messages concerning the subject of air defense were in 
the Staff area of Operations, and every operational subject 
required at laast one message in the J~3 area. [Dae-third or 
the JC8-Outs soncerning OPLANs 314 and 316 were concerned 
with operational matters, and one-third with logistic” | 
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support. (mese invasion ‘preparation messages leoneerning 


jogistics made up more than half of ali messages in the 


logistics area. 


fas { 200-tntves of the Out messages in the field of quaran- 
tine operationg were concerned with specific mission assign- 


ments, chiefly involving Rules of Engagement. Planning for 


Public announcements cancernin 


ook the largest number 
of messages ΗΝ she JCS area of Policy. Two interesting mes- 
Sages from the point of view of procedures are in the Intelli- 
Bence end Communications Stafr areas. On 18 October, the 

JCS had to authorize "release of special intelligence plan- 
ning information" for use at aircrew level for OPLAN 312 
Planning. Secondly, on 21 October, J-3 had to authorize 

MATS to use normal flight plan and movement messages in con- 


nection with airlift of the} 5th ves, \\ 


Security Aspects of J0S-Out Messages 


76. The last two messagas referred to reflected security 
problems arising in the initial phase of Joint Staff Cuban 
crisis operations, Table XXVI illustrates the high degree 
of security reflected in classification of J0S-Out messagea 
concerning the initial phase of this crisis, 


77. Up until 20 October, two-thirds of the Out messages 
concerning Cuban operations were classified TOP SEGRET, 
This percentage increased until 23 October, when it dropped 
to one-third TOP SECRET after the President's address. 
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TABLE XXVI. Security Classification of zes-out | : 
Cuban Crisis Messages 


NUMBER CLASSIFIED AS 


oct. 1962 _g0S-OUT__SEORET ποθ _NeNTTAL _SEFFED: 

16 1 1 -« -- -- 
17 8 1 1 -- -- 
18 " 3 1 - -- 
19 14 9 3 2 -- 
20 6 4 1 1 on 
al 86 21 3 8 -- 
22 28 23 8 3 -- 
23 21 8 10 1 8 
ak 21 6 11 3 

25 15 5 1 2 
26 ‘ oly 3 4 4 
27 18 6 10 8 -- 
28 16 5 6 2 3 
TOTAL 186 95 58 21 12 


Staff Preparations of JCS-Out Messages 
78. Tablea XXVII through XXIX are concerned with some of 


the staffing functions performed in the generation of JCS- 
Out messages concerning Cuban crisis operations. These 
tables and accompanying discussion reflect information 
recorded in the messages themselves: who “sent” the message 
(1.e., directed that such a message be sent), who drafted 
the basic message which was subsequently accepted or modified, 
and whe reviewed and approved the final draft for transmis- 
sion. Further details of staffing, such as coordination 
effected in developing the draft and obtaining approval, are 
net normally recorded on the file copy, nor are records of 
messages staffed in varying degrees but never sent. (For 
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I . 
these reasons, among others, ! the tables do not reflect the 


relative workload on staff offices in generating JCS-Out 


messages. ) 


79. Table XXVII indicates that 59 percent of the JC0S-Out 
messages during the initial phase Cuhan crisis operations 
were drafted by the usual Joint Staff aebion perconnel (sub- 
ordinate to the directors}. J-3 personnel were the princi«- 
pal action officers. J-4, J-5, J-6 and Special Assistant 
for Counterinsurgency and Special Activities (SACSA) staff 
personnel drafted similar numbers of messages, each handling 
about one-fifth of the number of J-3 ataff actions. There 
were no J-2 actions on δ σαν messages recorded in JES 
flies. 


80, Approximately one-third of the JCS-Out messages were 
drafted by senior staff personnel at the Director level or 
above. The Director, Joins Staff (DIS) wrote the largest 
number of these, with the Vice Director, Joint Staff (VDIS) 
and JCS Secretary also personally drafting significant num- 
bers of JCS-Out messages. The remaining 10 percent of the 
J0S-Outs were drafted by lower echelon personnel not sub- 
ordinate to the Js or SACSA, and not in the normal staffing 
chain (1.e., O0JCS, ODJS, OPNAV personnel). The JCS specifi- 
eally ordered almost two-thirds of the messages to be sent, 
Of the nine other offices sending out messages, J-3 was the 
only one ordering more than 5 percent of the total traffic, 


sending 20 percent, 


e 


81, Table XXVIII indicates the writers of JCS-Cut messages 
for each subjeot operation of the messages. No epecific 
categorization of responsibilities is apparent, except for 
the CNO and OPNAV personnel writing only quarantine messages, 
Other offices seem to be pretty well-rounded in thelr subject 
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responsibilities. Similarly, all subjects required efforts 


of several different offices, with only the J-3 staff 
responsibility for SLOP messeges appearing signifileant. 


82. The characteristics of the "staffing" actions for JCS~ 
Out messagea during the initial phase of operations were due 
to a very large extent to extreme security measures being 
taken, Through the 22nd of October, the Director, J#93, for 
example, was not at liberty to disauss certain actions being 
taken with his etaff, and there are indications that the 
DIS did not feel free to discuss certain JCS actions with 
his Directors, Through 21 October, exactly half of the JCcS- 
Out messages concerning Cuban operations had been drafted 
by personnel other than those subordinate to Joint Staff 
Direstors and ‘Special Assistants. 


83. On the big day, 22 October, more than two-thirds of 
the Cuban crisis Out messages were drafted by upper and 
special echelons, The relaxation of extreme security meas- 
ures cocurred on 23 October after the Presidentis public 
address, when 16 out of 21 JcS-Qut messages were drafted by 
subordinate staff officers in the normal chain of command, 
two. more by OPNAV personnel coordinating quarantine instruc- 


tions, one by ODJS personnel, and’ only two by the VDJS, 


84, The relation of message senders to types of JCS-Out 
messages is shown in Table XXIX. All types of messages 
were ordered by JCS and all types, except for Giving Guid- 
ance, by J-3. Only most senior personnel ordered passing 
of guidance to the field, and three of the four "JCS Sends" 
messages were in the Guidance Given category. Two-thirds of 
the JCS-Qut messages were ordered sent by echelons higher 
than the Directors. 
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δῶ Δ11 JcS-Out nessages require approval for. transmission, 

and approval is evidenced on message copies by signature. 
Messages addressed as "DJS Senda" or "J-3 Sends", or by any 
of the Directors, were almost always approved by the parson 
named as sender, his "Exeo" or his Military Secretary. In 
messages addressed "JCS Sends", the DIS or VDJS generally 
approved the contents of the message. However, when 4 "JCS 
Sends” message was drafted by a Direator, the JCS Secretary, 


or SACSA, the writer usually approved his own message. 


86. Of §5 "JCS Sends" messages written by the Secretary, 
the Directors, SACSA, the DIS or VINS, 48 were approved by 
the writer, The DIS approved one message prepared by the 
VDIS, two by J-3, one by J-5, and two by the CNO. The 8 
approved one message written by SACSA for the JCS. 


4 


87. Thirty "JOS Sends" messages drafted by subordinate 
Joint Starr officer personnel were approved by the DJ8 or 
VDIS, including fiva messages written within the ODJS. Fifr- 
teen other "JCS Sends" messages were written by subordinate 
Joint Staff officers, and these were approved by the Direc~ 
tors, Deputy Directors, or Exacutive Secretary of the staff 
office drafting the message (1,6., J-3 for 5.3 staff, SACSA 
for SACSA staff, etc,). Eight "CS Sends" massages were 
drafted by GPNAV personnel, Five of these were approved by 
the DJS, two by the VDJS and one by 9.3. 


89. The astringent security precautions adopted at tha upper 
echelons of the Joint Staff for handling of the initial 
phase of Cuban srisis operations made for difficult working 
conditions for the Battle Staff, espectally with regard to 
J03-Out messages. The high echelons drafting massages, and 
ataffing by offices outside the normal staff flow (OPNAV and 
ODJS}), prevented the usual dissemination of Imowledge in 
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Joint State Directarates and in the JES of probable forth- 
coming actions. Thia often resulted in the JBS being called 
upon by field commands for coordination of implementing ac- 
tions ordered by the JCS, but of which the JBS had no knowl- 
edge, 


89. This problem persisted in slightly different form 
after the 22end of Ootober, even though formal staffing be- 
came the norm. Action for a JCS-0ut message would ba 
assigned to a subordinate staff officer, but knowledge of 
changes in his draft action recommendation and final approval 
and transmittal action were often unknown to the JBS until 
after a query was received from a field command as to some 
facet of the transmitted message. There was no procedure 
for short-term feedback from the CJCS office where senior 
staff members were working (the "Gold Room") to the JBS 
action officer who hand-carried his draft message to the 
door and saw 1% disappear inside. Thus, for example, on 
23 Oetober, 11 messages drafted py subordinate staff officers 
were subsequently aoproved in the Gold Room by the DJS or VDUS, 
This undoubtedly affected efficiency of personnel on the Guban 
Battle Starr.+ 


che 
See Enclosure 5B, "Procedural Analysis of J-3 Command and 
Control Operations," Appendix A, "Briefing and Debriefing," 
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ANALYSIS OF SELECTED ASPECTS OF INFORMATION FLOW 


1, Three aspects of the functional analysis of information 
flow deseribed in Apnen x A have been studied in much 
greater detail. Results of thase selectad studies ara pre- 
sented herein, Telegraphic massage traffic routing delays are 
examined first. The second section of this Appendix examines 
the Cuban crisis Master Check List operations in more detail, 

. Finally, a set of Joint Staff action requirements pertaining 
to contingency air defense action is developed and analyzed. 
As in the case of Appendix A, critical observations are in- 
cluded in the text as occasion warrants; summary observations 


are found in the matn Enclosure and are not repeated here. 


TELEGRAPHIC MESSAGE TRAFFIC ROUTING DELAYS 


2, It ia noted in Table ΤΊ of Appendix A that for messages 
addressed to the JCS between 10 and 23 October, on the average, 
‘eight hours and ten minutes JeLapsed between origin and receipt 
by the 088, Similarly, delay on recaipt of JCS-Into Copies 
by the JBS averaged! etgnt hours and 29 minutes. A more 
detailed study of the routing delays has been attempted for 
naval message traffic, aince hard copies of messages passed 
over naval communication nets record the time a message is 
received in Washington, This allowa caleulation of delay 
in tranemission relay (From time of origin to time received 
in Washington), and calculation of time required for repro~ 
duction and transmission of hard copies to the CAC (from 
time vecelved in Washington to time stamped "Received IWR"), 
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3. Results obtained for the relatively slack period of 
19 to 21 October, the critical days of 22 to 23 October, and 
the greatest traffic-load day of 25 October are recorded in 
Table I, Messagea addressed directly to the JCS are segregated 
from Info Copies, and average times are approximated for total 


routing of advance and hard copies to the CAC. 


TABLE I. Routing Delays in Naval Message 
Traffic Concerning Cuba to the JCS 


DATE - OCTOBER 1962 
19=21 25. 2 2 
Message Transmission 
JCS Direct Addressee: 
Median time from origin to 


receipt in Washington - min. 1.7 195 156 153 
No, messages in sample 19 26 22 9 
No, major delays {> 10 hours) 2 5 5 1 


JCS Info Addressee: 
Median time from origin to 


reselpt in Washington - min. 189 il4e i199 152 
No, messages in sample 30 10 1 33 
No, major delays ( > 10 hours) ο 3 7 6 


Hard Copy Reproduction and 
Distribution 
Median time from message receipt 
in Washington to hard copy 
receipt in JWR - min, B46 264 267 226 


No, messages in sample 28 29 32. 5.3 


Approx. Time from Message Origin 
To Hecelot in JWR ~ bliin. 


JCS Direct Addressee: 


Advanae Copy ᾿ 249 197 158 155 

Hard Copy 393 459 "23 379 
JOS Info Addressee: 

Hard Copy 435 408 {66 368 


Messaze Precedence 
Percent Operational Immediate 
or higher precedence 59 76 68 86 
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4, Unfortunately, these dita concertiing Cuba message 
transmission times are very airetoult to interpret in 
detall, because they are isolated from non~Guba traffic 
data and because they are a function of unrecorded parameters, 
such as backlog loads at, relay atations. However, they are 
Anformative empirical evidence of times actually taken for 
thease functions, and apparently are largely unaffected by 
assigning high precedence to messages. In the period examined 
in detail (19 through 25 Coteber) approximately 75 percent of 
all messages addressed to the JCS had precedences of Opera- 
tional Immediate, Flash or Emergency, This compares with a 
cold war norm of approximately 25 percent of incoming messages 
having precedences of Operational Immediate or higher. There 
is no clear relationship between below and above average mes- 
sage transmission times and message precedence, source location, 
or time of day of message origin, A wide varlation in effect 
of some of these variables is apparent, and 18 illustrated in 


Figure 1 for a sample day in this erisis period, 


δ [Perhaps the 2:27 (iburs minutes) median time for trans~ 
mission of messages directly addressed to the JCS on 19 to 21 
October is not representative of normal daily nonerisia 
operations, but 1t is comparable to the initial phase of the 
Dominican Republic erisis and the preliminary phese of HIGH 
HEELS ΤΊ Exerelse traffic, The peal transmission time of 
3:15 for traffic directly addressed to the JCS compares with 
213137 bverage for JCS traffic transmission to CINCPAC during 
HIGH HEELS ΤΙ, ἃ 3:03 average for Air Foree traffic recaived 
in the Pentagon during that exercise, and δι 5:1. average for 
all traffic received at the ANMCG during HIGH HEELS II. It 
appears that with present procedures and equipment, planners 
must expect routing delays in message transmission to the 
JCS to average| 23 to 34 hours |during crisis situations. | 
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. Ι 
Rangewise,. the fastedt 25 percent of all transmissions were 
received on ali days in about {1:45. The slowest 25 percent 
varled by day from more than 5-3/4 hours to more than Ἰδὲ 


hours |required for transmission. , 


6. It is probable that the decrease in tranamission time 
for JCS direct addressee messages on 23 October was due to 
imposition of MINIMIZE at 2223008. However, the increase 
in relay time for Info Copies on 23 October cannot be 
charged to MINIMEZE. Also, the relatively long message 
reproduction time for 19 to 21 October is not explainable 
from these data, ἜΣ Navy Communication Station estimates 
two hours normally required for reproduction, \The decrease 
in message reproduction time on 25 October reflects increased 


3 
effort assigned, 


7. Cuban traffic passed over {Air Force and Army Joommant- 
cations nets on 25 October has been examined and records 
complled for times from origin to receipt at the CAC. One- 
hundred and seventeen [Air Fored messages to JOS averaged 
about [30 minutes \faster than the (Navy ] communications that δ 
day in total time @lapsed, Twenty-four| Army Jnessages for 
which the JCS was ἃ direct addressee werel 20 minutes \faster 
yet. Info Copies to JCS on both [air Forca and Amy(systens 
averaged: six hours more in total time en route than {avy ] 
Info Copies. 


5. Agenda Item 162 in the 11 December 1962 HIGH HEELS ITZ 
oritique notes that "in the majority of cases action was not 
teken (on tneoming traffic) until. receipt of the reproduced 
(hard) copy." For thts reason, it should be expected that 
on the average,| Joint Staff actions will normally vegin| 63 
to 73 hours Jarter filing of a message to the JCS, Rangewise, 


—_— 
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Ι 
[ the fastest '25 percent of hard copies οὐ the JBS varied ny 
day from less than! 54 to less than 7 hours,| and the slowest 
25 percent took more than 73 hours jon the fastest day and 


more than fos hours ‘on the slowest day. 


7 -" 


CUBAN OPERATIONS MASTER CHECK LIS? 


9. The Master Gheck List (MCL) was prepared by General 
Operations Division of J-3 during the Cusoan crisia but was an 
integral part of Battle Staff operations. The MCL servad to 
notify the J3S of actions up for JCS consideration eaen day, and 
was used ab an Actions Status record by the JBS. The MCL con~ 
sisted of a list of ‘Actions te be Considered for each day plus 
two days in the future, and a list of ‘Actions Taken" for each 
previous day backs to 20 October 1952, It was first published 
for the Gusan erisis on 21 October, up-dated several times daily 
for the first few days, and then up~dated once daily for the 


duration of Cuban erlsis orerations. 


10. The MCL copy kept up by the JBS is of particular 
interest because of log notes recorded by JBS members as to 
the status of Actions Underway. From 22 to 85 October, the 
JBS copy of the MCL was used as an Action-Following log, 
After 26 October only sporadic notes were made in the ΜΟΙ, 
by the JBS and no other record of action following has been 
found. The MCL did serve, however, as a permanent record of 
Actions Taken, and was used by the JBS continuously for 


reference (rather than as a working paper). 


11. For this analysis, the MCL covering the period 21 to 531 
October was studied carefully. Ita usefulneas changed con- 
Siderably as the ability to antictpate action requirements 
decreased, By 23 October, in the seventh issue of the MCL, 

a list of eight items "to he considered every day" had evolved, 
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These items! made up a continuously increasing percentage of 
all items to be considered from then on, constituting 88 
percent of the items listed for consideration by 31 October, 


12. A numerical presentation of the MCL listings of "Actions 
to be Considered” and "Actions Taken" is made in Table II, 
Sinee each day's ΜΟῚ listed items to be considered for "today," 
"tomorrow," and the next day, the “relative listing date” 
solums have been used in this table to show the change in 
items over time. Thus, on 21 October nine actions were listed 
to be considered on 23 October, and these appear in the "2" 
relative date columi for 23 October. By the morning of 23 
October 17 additional actions had been added to be considered 
that day (26 in all), and these appear in the "0" relative 
date column for 23 October, 


13. "Actions Taken” on any particular day were recorded 
when the MCL action officer either found out about them or 
was cleared to announce them, The relative times actions 
were listed are noted on the right side of Table IIT, For 
example, on 24 October three actiona taken on 23 October 
were listed in the MCL. By 28 October five actions taken 
on 23 October were recorded (listed in the "45" relative 


date column of the table for 23 October). 


14, Table IZ provides some feel for the magnitude of the 
actions under staff consideration at any one time (reading 
diagonally on the left side of the table) and the degree to 
whieh steff officers were informed of actions taken, ‘The 
degree to which actions taken were anticipated in MCL lists 
of "Actions to be Considered” 1s not apparent from this table 
but is shown in Table IIL, 


Appendix B to 
Enclosure ¢ 


I~ 

[2] 

κι: 
!] 


TOP SECRET - 


“(48FC 8,Aep Suppeosad 


"Ieqog0g go uC pas TAat TOCUNY,, WOTZ suegE g BuTddoap sny9) saegy mou zg SapNToUL, 
‘atagoq09 lg uo pasTAat TaqunNy, . 48p £1949 perzepTsuoo eq 04,, SWSIE 95 JO 511 SepnTouL, 
d ϑ δ οἵ 6+ Απτα-ἃ TE 
Δ δ στ Ot OT gr Aeg-g οξ 3 
- ετ ξτ τὶ It Ot ot it &eq-g 62 mo 
9t 97 91 OT €r Tt στ G+ ἄτα-ἅ ge : : 
HU oat τ ὅτ ετ τι στ πτ σε ἄπα-ἃ lz BE 
7 6 6 6 6 8 ast St Δ Ht Keq-g 92 
Oot Of ot 6 q 9ST TT οτ e+ Δϑα-ὰ GS 
£4 Lb 9 F 4 oT 8 € at Aed-a ug © 
GS κὰκ w& &§& oe OG 6 τὸ feq~a gz ΕΝ 
pit ς ς S S ᾳ OT 8 ThoH-g ida 0061-22 
II Of OT OF OT ST τι &ed-a ze 
28 τι €t εἰ EC Ef ST T~ &ed-d τὸ 
get fw cs gw SB Ge ᾿ g~ Δεα-ἃ οὔ 
Aypenquesg τ Ὁ fF} se ΤῈ Ὁ. UT on ὈδΈΞΒΌΞΤΕΘΟ 296T 
a4e¢ Oosy SATISTOY Sqeqd SUPASTY sATAeTON Topi 23q0400 
ἢ Gade, παστοῦ ὌΘΙΘΡΈΞΩΘΟ oF Ὁ, ΦΔὍῸ NOidoOV i 
a CaquOoOmN SNOTLOV Ὁ ἩΜΈΩΝ Ξ 
a) Ξ 


ΞΡΧΟΌΘΗ UOTAOY ΠΟΙ ἜΣ ἘΤΊΘΩ, 


TOP SECRET 


l 
: 
TABLE ΤΙΣ. MCL Anticipation of Action Requirements 


ctions Taken lo} ctions Per- 
That Were Listed For cent 
Date Listed for Total Percent. Gonaldera- That 
October Consideration Actions That Were tion That Were 
1962 That Morning Taken Listed Morning Palen 
21 13 13 100 15 87 
22 16 16 100 25 64 
23 5 100 26 19 
28 4 57 10 46 
25 3 10 30 16 19 
26 3 9 33 15 20 
27 é 14 43 11 55 
28 5 16 31: 13 38 
29 2 13 15 11 18 
30 3 43 12 25 
32 Re) Q 8 is) 


15. The first four columns on the left side of Table ITIL examine 
the degree te which actions taken on each day of October were an- 
ticipated by listing in the ΜΟΥ, that morming as "Actions to be 
Considered," It is asparent that through 23 October all actions 
taken had been listed for consideration that morning. This per- 
centage dropa off significantly for the reat of the month, hovever, 
88 more and More actions resulted from requirements placed 


on the JCS as unanticipated contingencies arose, 


16. The last two columns on the right side of Table ITY inducate 
the extent to which staff planners were attuned to JCS assessment 
of priority action requiremeats. Although for the first three days 
of the MCL publication all actions taken were listed for consider- 


ation, the numbers listed for consideration were increasing and the 
percent of those listed that were taken was dropping rapidly. 
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Smaller numbdrs of actions were listed for congideration after 
the 23rd, but the percentage of those listed that were taken 
averaged only 27 percent for the last eight days ΟΣ October. 


17. The data presented in the two preceding tables are 
refleoted in what appears to be a change in character of the 
MCL listings of "Actions to be Considered" by 25 Cotober, 
Until then, these are written as actions for the JCS, e.g., 
"Direct CINCLANT to prepare for protection of U.S. shipping." 
The following note appears in Longhand on the JBS ΜΟΙ, 

24 October list of Actions to be Considered that day: "Actually 
very little consideration given to these itema today by JCS," 

On 25 October, many of the Actiona to be Considered are worded 
for the JES or Joint Staff, s.g., "Ascertain status of request 
to grant CINCEUR authority td] load two-stage weapons} “οἷ 

and “Ascertatn’ status of request for authority to requisition 
commercial ships." These are hardly JCS agenda items. 


18, The MCL listings of Actions Taken are inconsistent with 
regard to categories of actions reported, A large number of 
actions represented by JCS-Out messages are not reported, 
Sometimes JCS messages containing minor details are listed; 
sometimes fairly general actions are not. Sometimes JCS 
referrals (e.g., to SecDaf or GNO) are reported; more often, 
they are not. It is not the purpose here te critique the 
sources of information or the criterla for including listings 
in the MCL ner se, but 1t 18 apparent that the MCL listings 


were not a self-sufficient reference for the ips. 


co  . 
For further ἀΘ 811 on collecting and coordinating infor- 
mation for the MCL, sea Enclosure B, "Procedural Analysis 
of J-3 Command and Control Operations,” Appendix B, "General 
Operations Division," 
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APPLICATION ‘OF INFORMATION FLOW RESEARCH 
π΄ πὸ ἀν ALN DEFENSE CHECK Lust 7 

19. The development of lists of requirementa laid on the 
Joint Staff, and the tracing of the Staff response to each 
(4nitlal action assignment, approval of recommended staff 
action, coordination effected internally and externally, 
final action and final approval) provide empirical evideace 
of the staff functiona and of the time which might be 
required for such functions in future crisia situations. 
Such information lends itself to the development of check 
lists for possible future operations and to critical review 
of staff problems to determine which require improved pro- 
cedures or preplanning to minimize time tn providing Joint 
Staff decisions to the field. 


20. Unfortunately, the research process mentioned above is 
extremely time-consuming in the data collection and collation 
phases. It mist be performed well in advance of the time a 
crisis altuation might require use of check lists or revised 
procedures for Joint Staff decision making. Furthermore, 
determination of these problems requiring preplanning will, 
by definition, be of little value if brought forward only in 
the heat of an actual erisis situation, In short, the value 
of this type of research lLea only in having it done prior 
to 8 erisis requiring ite use. 


21. The following study has been performed to show what 
might be obtained if tha Joint Staff directs such an effort 
to supplement chack list procedure development. Studies of 
the following type would be more applicable 1f carried out 
under the eyes of a Joint Staff action officer or monitor 
responsible for the check list, Further, the ability to 
trace lower echelon actions in the following study might haye 
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been greatly improved if a small amount of additional infor- 
mation concerning JCS-Meeting referrals of aation were made 
available. 


22. The example chosen of devalopment of a check list 
involves a study of air defense requirements and the actions 
taken by the Joint Staff during the Cuban orisia as the con- 
sequence of the extlatence of these requirements, All data 
found in JBS files concerning air defense actions through 
28 October 1962 have been summarized by individual actions 


in the Annex, Action reauirements are listed by time of origin, 


noting the subject of the action, the office originating the 
yequirement and the time of origia in terms of the time the 
reguirement left the office of origin (e.g., DIG of require- 
ment messages), The next two columns list the time the 

final staff adtion product left the Joint Staff (uaually 

the DI@ cf a JCS-Out message) and the approximate number of 
hours it had remained in the Joint Staff, (This approximate . 
- time for staffing each requirement also takes into account 
the time of Joint Staff receipt of 4nooming requirementa, ) 


23. The next two colums of the Annex indicate the office 
assigned action in the Joint Staff and the type of initial 
ection product developed. 1 coordination external to the 
Joint Staff was effected, this 1s noted with data available 
pertinent to the time required for action by offices outside 
the Joint Staff. The remaining columns describe the final 
action taken and the highest echelon which reviewed and 
approved each Joint Staff action, 


24, The nature of air defense requirements for Joint Staff 
action is our first concern, Review of the requirements 
lasted in the annex indicates that they lead themselves to 
groupings by subsystems integral to air defense operat longs 
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(11e., weaon systems, control systems, lete.), If one wishes 


to determine what staff actionga must go into a check list 

for this contingency, a list of types of action taken for 

each type of subordinate air defense system provides a con- 
venient framework. Table IV is an example of the product of 
such an analysis. Joint Staff actions concerning allocations 
and missions might be expected for each subsystem, This table 


indicates how often such action problems arose, 


25, Table LV indicates that Joint Staff decisions were 
required as to types, numbers, sources and deployments of 
surface-to-air missiles, fightexinterceptors, antiaircraft 
6 MY support 
ΠΈΣΕ ion of HAWK 


artillery, low-altitude vadarg 
personnel, and communications equipment . 
and HERCULES SAM units covered the largest number of air 
defense actions, Determining specific locationa for deploy- 
ment of air defense subsystems was the type of action moat 
often required. Requests for estimates of adequacy were 

the primary actions conesrning geographic areas of our 


overall air defense syatem. 


86. Two types of planning information are developed by thia 
type of analysis. The preceding paragraphs have examined the 
specific actions required to prepare our air defenses for 
contingency operations which might have resulted from the 
Cuban crisis, A second type of information worth kmowing 
is the length of time required for various types of staff 
actions, and what factora made for brief or lengthy Joint 


Staff response to air defense requirements, 


27. It 18 apparent from examination of the Annex that the 
length of time required for Joint Staff actions is dependent 
primarily on the degree of external coordination required, 
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To @xamine these requirements more closely, actioh subjects 
are listed with coordinating offices in Table V. Although 

it would not be expected that coordination on thease aub jects 
would take the same length of time in another crisis situation, 


the time utilized 1s listed as useful empirical information. 


28, It might be expected that the same types of coordination 
with the Secretary of Defense which appear in Table V would 
be required on key planning decisions and on interactions 
of military with political planning in another crisis situation. 
Pines required for such decisions would not be similar, 
necessarily, For example, the longest time for OSD action 
was due to political indecision concerning the desirability 
of implementing alr quarantine operations, OSD review of 
the cutline plan for the air defense rola in an air quarantine 
would have undoubtedly proceeded faster if the U.S. had 
implemented an air quarantine. The other OSD actions appear 
to bé reasonably illustrative of time requived for important 
Qecisiona. Authorizing CONAD OFCON of the Moorestown radar 
appears to be 8 good example of a "sticky" minor item passed 


up the chain of command for decision. 


29. During the Cuban crisis, Alr Force and Army coordinations 
were related to the factthat the Secretary of Defense had 
designated the Service roles in air defense, It is alfficuls 
to estimate the extent to which the Joint Staff would have 
requested Service coordination on these subjects if the 
Secretary of Defense had not designated responsibilities go 
firmly, It 1s likely that these subjects would be coordinated 
in the same manner, but Joint Staff participation is normally 
more active in itema such as planning than was the case during 
the Cuban erlsis. There were at least twelve actions where 
coordination with the CINCs and JTF-8 was effected by the 
Joint Staff. On the average, each of these coordinations 
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resulted in one day's’ delay in! final Joint Start action, 
Coordination with PAA was time consuming, and appears to 
be an area where advance planning might speed air defense 
preparations significantly. . 
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The Cuban Missile Crisis Revisited: An International Collection of Decuments, from the 
Bay of Pigs to the Brink of Nuclear War 


Published by: ProQuest Information and Learning, 300 North Zeeb Rd., PO Box 1346, Ann 
Arbor, MI 48106, USA . 


The Cuban Missile Crisis Revisited: An International Collection of Documents, from the Bay οὗ. 
Pigs to the Brink of Nuclear War reproduces a comprehensive collection of records from the 
archives of the three key governments involved in the most dangerous confrontation of the Cold 
war, Declassified records from the United States, Russia and Cuba significantly advance analysis 
of the historical foundations of the missile crisis, the policy calculations and considerations of 
President John F. Kennedy and premiers Nikita Khrushchev and Fidel Castro, and the overt and 
covert military and paramilitary operations that combined to bring the world to the threshold of a 
nuclear exchange. Topics extensively covered in the documentation include the failed U.S.-led 
invasion at the Bay of Pigs, renewed attempts to overthrow Castro through Operation Mongoose 
and Operation Northwoods, U.S. military contingency planning for conflict with Cuba, naval 
warfare, Soviet and Cuban decision making and communications during the crisis, and the 
repercussions for U.S.-Soviet relations, and Soviet-Cuban relations in its aftermath. Materials 
were identified, obtained, assembled and indexed by the National Security Archive, a non-profit 
Washington D.C. based research institute and library. The microfiche collection is accompanied 
by a printed guide and index. 

Arrangement of Information on the Microfiche: 

The documents are arranged in chronological order within classes of documents. A unique 
identification number is assigned to each document. Each new document begins a new line on the 
microfiche. 


Microfiche Numbering: 
The unique identification numbers assigned to the documents are listed in the top right-hand ἢ 


corner of the microfiche header. 


Technical Data: 

Date of Publication of Microfiche Edition: 2006 

Format: 49 double frame, 105mm x 148mm microfiche 
24 x nominal reduction 


Copyright: 
This finding aid is in copyright and reproduction of individual pages for purposes other than for 
private study may not be made without permission from the holding institution. 


Arrangement ©2006 ProQuest Information and Learning Company. All rights reserved. 
Distribution Outside the USA | 
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